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ABSTRACT
The purpose of this study was to examine new managers’ experiences as they transitioned
from an individual contributor and coachee to a manager and coach at Blue Sun Corporation
(pseudonym). Understanding these experiences was essential to providing appropriate support to
help new manager coaches acquire the coaching skills needed to consistently coach and develop
their employees. This study’s results will guide the design of future new manager training and
organizational support initiatives by providing a deeper understanding of new manager coaches’
experiences. A phenomenological research design was used for this study because it focused on
understanding new manager coaches’ experiences as they transitioned into the role. Six new
manager coaches from Blue Sun Corporation took part in this study. Semi-structured interviews
were conducted to collect data, using an interview protocol explicitly developed for this study.
The researcher transcribed and analyzed the interview data using a seven-step method proposed
by Colaizzi (1978). From the data analysis, five themes emerged from the study participants’
experiences: Anxiety, Challenges, Successes, Influences, and Beliefs. While five overarching
themes were identified during the analysis, the researcher found variance in how each participant
experienced some of the themes. Several additional findings also emerged from the analysis of
these themes. From these findings and existing research, recommendations for practice were
offered. These implications included setting proper role expectations, providing basic and
personalized management skill training, hiring right-fit candidates, developing a structured
onboarding plan, setting realistic performance expectations, and focusing on coaching beliefs.
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Blue Sun Corporation

A pseudonym will be used for the organization to maintain
confidentiality.

Coachee

The employee, often an individual contributor, being coached
(Ellinger et al., 2010).

First-Time Manager

A person, previously in an individual contributor role, promoted to a
manager role for the first time (Plakhotnik, 2017). For this study’s
purposes, a first-time or new manager promoted from an individual
contributor role to a manager role within the last eighteen months.

HR

Human Resources

HRIS

Human Resource Information System

Individual Contributor

An employee without other people reporting to them. They are
responsible for the day-to-day completion of assigned tasks and job
duties, may have the expertise or technical skills in a specific area,
and are only responsible only for his or her own performance
(Plakhotnik et al., 2011).

L&D

learning and development

Manager-as-Coach
(MaC)

When managers engage in supportive and guiding behaviors daily
with the employees that report to them (Ellinger et al., 2010; Hagen,
2012). The interaction is typically conducted one-on-one with
employees (Pousa, 2019). Managerial coaching is about facilitating
learning and is intended to help all employees improve performance
and obtain goals (Ellinger et al., 2010; Grant, 2017). The literature
review provides a more detailed definition of this approach.
Literature also refers to the MaC approach as Managerial Coaching,
Manager Coach, or Manager Coaching.

SHRM

Society for Human Resource Management

Twenty-first Century
Skills

Employee abilities needed for workplace success in the twenty-first
century (Rios et al., 2020). These skills are employee competencies
demonstrated independent of context, for example, collaboration,
problem-solving, or emotional intelligence (Hagen et al., 2019; Rios
et al., 2020).

xiii

CHAPTER ONE: INTRODUCTION
Background
In the twenty-first century, rapidly evolving technology and a hyper-focus on innovation
have sparked constant change for organizations (Deloitte, 2020; Harvard Extension School, n.d.;
Hagel et al., 2019; Yoo, 2019). Artificial intelligence and other technological advancements have
transformed work, making existing tasks and, in some cases, entire job functions obsolete
(Bloomgarden, 2020; Lewis, 2020). With all this change, the workplace landscape and the
essential skills required for every job role have and will continue to transform (Deloitte, 2018;
Harvard Extension School, n.d.; Yoo, 2019). Employee roles are shifting, no longer merely
requiring hard technical or task-related skills but now needing less quantifiable capabilities that
technology cannot handle (Deloitte, 2020; Lewis, 2020). A 2018 World Economic Forum study
found that more than one-third of the essential workforce skills were expected to change (World
Economic Forum, 2018). In a 2019 Deloitte survey, 90% of respondents expected their
organization to redesign jobs, and 32% were already doing so (Deloitte, 2019). The 2020
Deloitte Human Capital Trends survey found that 53% of respondents expected that between half
and all their workforce would need to change their skills and capabilities within three years
(Deloitte, 2020).
Business success now relies on having employees who have, what experts call, twentyfirst century skills (Deloitte, 2020; Lewis, 2020; Rios et al., 2020; Yoo, 2019). Hagel, Brown,
and Wooll (2019) defined twenty-first-century skills as “…observable human attributes that are
demonstrated independent of context” (p. 6). Examples of these skills include oral and written
communication, critical thinking, collaboration, and problem-solving (Lewis, 2020; Rios et al.,
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2020). The shift in essential job proficiencies requires a mass reskilling of the workforce;
according to a 2020 Deloitte report, 75% of those surveyed expected to source these new skills
and capabilities by reskilling their existing workforce (Deloitte, 2020; Deloitte, 2019; Yoo,
2019). While reskilling employees is not a new concept, the pace of organizational change has
accelerated (Yoo, 2019). With this increase in the speed of change, the need to update existing
employee capabilities is now more urgent and required more regularly than ever before (Yoo,
2019).
To keep up with these reskilling requirements, organizations must shift their employee
development focus to continuous learning (Deloitte, 2019; Lewis, 2020; Schwartz, 2016; Yoo,
2019). In the same 2020 survey by Deloitte, 84% of respondents agreed that recurrent
reinvention of the workforce through continuous learning was important or very important to
their development strategies (Deloitte, 2020). The concept of continuous learning requires a
change in the traditional way organizations view employee learning and development, when it
happens, and who is responsible for it (Deloitte 2019). For continuous learning to work and be
timely, employee learning can no longer only occur in traditional or formal ways provided by an
organization’s learning and development team (Deloitte, 2017a; Deloitte, 2019). Keeping up
with the reskilling demands while balancing the employees’ needs and the organization’s cost
requires an agile employee development model that focuses on providing on-the-job support and
guidance (Deloitte, 2017a; Deloitte, 2019; Ibarra & Scoular, 2019). Continuous learning must be
personalized to employee needs, integrated into the flow of work, and occur throughout the
entire employee life cycle (Deloitte, 2017a; Deloitte, 2019; Yoo, 2020). The focus of
organizational learning must shift to help individuals identify and develop the new skills they
need for the future of work (Deloitte, 2019).
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The Manager-As-Coach Approach
In a 2019 Deloitte survey, 38% of respondents stated that employee learning must be coowned by the organization’s learning and development department and the business unit for
continuous learning to be successful (Deloitte, 2019). The co-ownership of employee learning
changes the traditional role of a manager. Managers can no longer simply share what they
already know with those that report to them (Ibarra & Scoular, 2019; Riser, 2013). Experts have
asserted that managers must be reskilled to facilitate learning with a coaching mindset to
maximize employee development and performance (Ibarra & Scoular, 2019; Riser, 2013). The
Manager-as-Coach (MaC) approach shifts the manager-employee relationship from a commandand-control style to facilitating learning through support and guidance (Deloitte, 2017a; Deloitte,
2019; Ellinger et al., 2010; Ibarra & Scoular, 2019).
Over the last decade, the MaC approach has become an increasingly popular and
meaningful way to help aid employee learning in the flow of work (Ellinger et al., 2003; Ellinger
et al., 2010; Ibarra & Scoular, 2019; Matsuo, 2018). Managerial coaching, another term for this
approach, puts managers at the heart of providing on-the-job coaching and development to the
people that report to them. Managers acting as coaches to their employees is also a practical
learning approach. As managers work side-by-side with their direct reports every day, they can
observe behaviors and provide the personalized in-the-moment feedback and coaching needed
for improvement (Ibarra & Scoular, 2019). Not only is the MaC approach practical, but research
also has revealed that managerial coaching positively impacts both individual and team learning
(Matsuo, 2018; Park et al., 2008a). Other research by Matsuo (2020) and Matsuo, Arai, and
Matsuo (2020) found that managerial coaching positively affected employees’ critical reflection.
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Critical reflection encourages employees to reach new understanding levels by learning through
self-reflection; this aids in developing problem-solving and critical thinking skills (Matsuo,
2020; Matsuo et al., 2020). Problem-solving and critical thinking are essential twenty-firstcentury skills (Hagel et al., 2019; Lewis, 2020; Rios et al., 2020). Additionally, leveraging the
MaC approach for employee development can be more cost-effective for organizations than
traditional training methods (Liu & Batt, 2010).
Beyond employee learning, the MaC approach has other employee and organizational
benefits. Research has found a positive relationship between the number of coaching employees
receive and their performance and the development of new task strategies (Lui & Batt, 2010;
Pousa, 2019; Pousa et al., 2020; Ribeiro et al., 2020). Leveraging manager coaches in the
workplace may also contribute to higher employee job satisfaction and improved working
relationships (DiGirolamo & Tkach, 2019; Kim et al., 2013; Ellinger et al., 2010; McCarthy &
Milner, 2020). Managerial coaching engages employees and positively impacts their motivation
and self-efficacy, all of which can help them achieve higher individual performance (Abid et al.,
2020; Ibarra & Scoular, 2019; Ladyshewsky & Taplin, 2018). In addition, manager coaches who
participated in a study by McCarthy and Milner (2020) noted that their employees felt more
supported, resulting in greater flexibility and innovative thinking because of coaching. In turn,
this flexibility and innovation appeared to help the employees cope with change more effectively
(McCarthy & Milner, 2020). An additional benefit of the MaC approach is that it can help
organizations achieve more significant growth and potential. When managers simply solve their
employees’ problems or tell them what to do, they limit organizational growth (Ibarra & Scoular,
2019). However, when managers leverage the power of coaching with their employees, they
build the organization’s capacity (Ibarra & Scoular, 2019). The MaC approach helps
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organizations better leverage every human resource and unlock their employees’ hidden potential
(Ibarra & Scoular, 2019; Riser, 2013). It is generally accepted in the business world that an
organization’s employees are its primary source of competitive advantage (Riser, 2013).
Leveraging an entire workforce’s skills, abilities, and ideas increases organizational innovation
and creativity and helps companies stay competitive in today’s ever-changing world (Deloitte,
2017a; Deloitte, 2018; Ibarra & Scoular, 2019).
Additionally, the MaC approach positively influences employees’ organizational
commitment and decreases turnover intent (Park et al., 2008a). Increasing employee retention is
vital for organizations that desire to focus on reskilling their existing workforce to develop
internal talent to handle the changes occurring with job roles and tasks (Deloitte, 2020). While
research supports the numerous benefits of the MaC approach, embedding coaching in an
organizational culture takes time, is a long-term effort, and requires a phased approach (Grant,
2010; Ibarra & Scoular, 2019; Milner et al., 2020; Risher, 2013). Organizations that wish to
leverage their managers’ power as coaches must be willing to invest the energy into changing
beliefs, building a learning culture, and developing managers’ coaching skills and mindsets
(Ladyshewsky, 2010).

Problem of Practice
Blue Sun Corporation is a mid-sized, community-based financial institution located in the
southern United States. Like many organizations in the twenty-first century, Blue Sun
Corporation’s senior leaders recognized that they needed to leverage existing human resources
by reskilling and upskilling their current employees to stay competitive. To that end, one of the
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organization’s goals for the last several years was to develop, engage, and retain employees
through a series of specific objectives (Blue Sun Corporation, 2020a). One objective of this goal
was to focus on employee learning through developing managers’ coaching skills and
implementing a formal career development planning process. For that reason, the organization
implemented several manager training classes focused on employee coaching and development
skills. Additionally, a formal career development planning process was put into effect for all
employees who have been in their role for one year or longer. The career development planning
process relied heavily on managers’ demonstrating coaching behaviors with their employees.
While the development of managers’ coaching skills is essential to embedding coaching
into an organization’s culture, training alone is not the sole answer to encourage managers to
demonstrate coaching behaviors with their employees (Grant & Hartley, 2013; Milner et al.,
2020; Riser, 2013). Organizations must also support managerial coaching with ongoing learning,
alignment to organizational goals and values, role models and champions, and accountability to
demonstrate coaching behaviors (Grant & Hartley, 2013; Milner et al., 2020; Riser, 2013).
Organizational leaders and well-respected managers need to be a proponent of the culture shift
and help other managers understand the reasons for coaching and its benefits (Grant & Hartley,
2013; Ibarra & Scoular, 2019; Milner et al., 2020). At the time of this study, Blue Sun
Corporation had not yet implemented many of these additional support initiatives. Additionally,
tailoring coaching training to the existing organizational context is crucial (Grant & Hartley,
2013; Milner et al., 2018). Experts recommend that existing courses, content, and organizational
support be reviewed and enhanced regularly to remain relevant as organizational cultures change
rapidly (Yeardley, 2017). While Blue Sun Corporation’s existing manager training classes were
created in-house and tailored to the organization, only one had a formal evaluation since the
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initial development. At the time of this study, no changes had been made to the one training class
after the formal evaluation was completed. Grant (2017) recommended keeping coaching
training agile and flexible to keep up with the constant change impacting today’s organizations.

Statement of Problem
Despite organizational efforts in this area, Blue Sun Corporation employee exit
interviews and engagement surveys reflected that the MaC approach was being adopted and used
inconsistently by managers (Blue Sun Corporation, 2019; Blue Sun Corporation, 2018). The
problem addressed in this dissertation was the inconsistent demonstration of coaching behaviors
by managers across the organization. The problem was analyzed by examining and
understanding new managers’ experiences as they transition into their new role of manager and
coach. For this study, a new manager coach was defined as someone who has transitioned from
an individual contributor role at Blue Sun Corporation to a front-line manager role within the last
eighteen months.

Purpose of the Study
This study’s purpose was to examine and understand new managers’ experiences as they
transition from an individual contributor and coachee to a manager and coach at Blue Sun
Corporation. Understanding these experiences was deemed vital to providing proper support to
help new managers acquire the coaching skills and behaviors necessary to coach and develop
their employees consistently. This study’s results were expected to provide awareness of what
new manager coaches experience and how they perceive it. This study’s results will be used to
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guide the design of future new manager training and organizational support initiatives by
providing a deeper understanding and insight into new manager coaches’ experiences.

Research Questions
The following questions were used to guide this study:
RQ1: What are the experiences of new manager coaches as they transition from individual
contributor/coachee to manager/coach?
RSQ1-1:

What successes and challenges do new manager coaches experience?

RSQ1-2:

What factors influence a new manager’s transition to coach?

RSQ1-3:

How do new manager coaches perceive coaching and their ability to
coach?

Definition of Terms
To assist the reader in understanding topics covered in this dissertation, definitions of key
terms are listed below:
1. Coachee: The employee, often an individual contributor, being coached (Ellinger et al.,
2010).
2. First-Time Manager: A person, previously in an individual contributor role, promoted to
a manager role for the first time (Plakhotnik, 2017). For this study’s purposes, a first-time
or new manager promoted from an individual contributor role to a manager role within
the last eighteen months.
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3. Individual Contributor: An employee without other people reporting to them. They are
responsible for the day-to-day completion of assigned tasks and job duties, may have the
expertise or technical skills in a specific area, and are only responsible only for his or her
own performance (Plakhotnik et al., 2011).
4. Manager-as-Coach (MaC): When managers engage in supportive and guiding behaviors
daily with the employees that report to them (Ellinger et al., 2010; Hagen, 2012). The
interaction is typically conducted one-on-one with employees (Pousa, 2019). Managerial
coaching is about facilitating learning and is intended to help all employees improve
performance and obtain goals (Ellinger et al., 2010; Grant, 2017). The literature review
provides a more detailed definition of this approach. Literature also refers to the MaC
approach as Managerial Coaching, Manager Coach, or Manager Coaching.
5. Twenty-first Century Skills: Employee abilities needed for workplace success in the
twenty-first century (Rios et al., 2020). These skills are employee competencies
demonstrated independent of context, for example, collaboration, problem-solving, or
emotional intelligence (Hagen et al., 2019; Rios et al., 2020).

Organizational Context
A report retrieved by a Blue Sun Corporation human resource manager on June 8, 2020,
from the organization’s Human Resource Information System (HRIS) provided the following
organizational demographics (Blue Sun Corporation, 2020b). As of pulling this report, there
were 585 employees, of which 167 (28.5%) directly manage others. The gender of the entire
population broke down to 390 females (66.7%) and 195 males (33.3%). The gender breakdown
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of the two groups that made up this population, individual contributors, and managers, is shown
in Table 1.

Table 1
Gender Breakdown: Blue Sun Corporation’s Workforce

Role

Females

Individual contributors

279 (66.7%)

Males
139 (33.3%)

Managers
111 (66.5%)
56 (33.5%)
Note: Data are from Blue Sun Corporation (2020b).

The generational breakdown of the organization can be found in Table 2. The generation names
and years used for this breakdown are from the Society for Human Resource Management
(SHRM) (Moss, 2017).

Table 2
Generational Breakdown: Blue Sun Corporation’s Workforce

Role
Individual
contributors

Traditionalist
(1928-1945)

Baby
Boomer
(1946-1964)

Generation X
(1965-1980)

Generation Y
(1981-1996)

2 (0.5%)

52 (12.4%)

154 (36.8%)

206 (49.3%)

4 (1.0%)

42 (25.1%)

0 (0.0%)

Managers
0 (0.0%)
28 (16.8%)
97 (58.1%)
Note: Data are from Blue Sun Corporation (2020b).

Generation
Z (19972012)

The organizational model was comprised of a management team that makes the higherlevel strategic decisions. Under the management team’s direction, department and branch
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management make day-to-day decisions based on the strategic direction. As of June 8, 2020,
Blue Sun Corporation consisted of thirty-two branch locations, at which 265 of the employees
worked, and two corporate office locations, which housed twenty-nine departments and 320
employees. The twenty-nine departments served various functions; some are directly customerfacing, while others serve employee and organizational support roles.

Positionality
The researcher has spent twenty years in the learning and development field. Her primary
focus areas have been facilitation, instructional design, employee development, leadership and
management, and coaching. Over this time, the researcher has worked for several different
companies in learning and development roles. The researcher’s past organizations have ranged in
size from international organizations to smaller organizations with a few hundred employees.
Additionally, the researcher has a B.A. in English and M.A. in Instructional Design and
Technology: Instructional Systems. The researcher is currently working towards an Ed.D. in
Curriculum in Instruction with a focus in Instructional Design.
Over the last five years, the researcher has concentrated on the skill development of
managers and leaders. Most of this time has been spent helping managers develop coaching and
employee development mindsets and competencies. The researcher believes the MaC approach
to be an effective way to develop employees and support individual learning and performance.
Part of this belief comes from personal experience. The researcher has received coaching from
past managers and feels that this has aided in her personal development. The researcher also feels
that receiving coaching throughout her career has helped her achieve greater success. As a
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manager, she has leveraged coaching to help her employees develop and has witnessed its
positive impact. The other part of her belief comes from her research on the MaC approach.
Before beginning her Doctoral degree, the researcher spent time educating herself on manager
coaching by reading reports from consulting firms like Deloitte and SHRM. During her studies,
she has also dived into academic research and studies on this approach. Furthering her education
on managerial coaching only continues to reaffirm her personal beliefs in this being an effective
method of developing employees.
As the researcher worked with new managers over the years, it became clear that not
everyone believed in the MaC approach, nor does everyone receive coaching regularly. The
researcher’s education as an instructional designer has taught her that to solve a problem; the
problem must first be analyzed. As discussed earlier in this introduction, research has found that
implementing a coaching culture takes time and long-term effort for those that work to develop
this capability in organizations (Grant, 2010; Ibarra & Scoular, 2019; Risher, 2013). For the
researcher and others in her organization to continue these efforts, obtaining a deeper
understanding of the problem was vital. The desire to understand the experience of new
managers coaches to be better able to support them sparked this dissertation’s focus.

History
Through the researcher’s position in the organization, some background information
came from direct observation and experience working at Blue Sun Corporation. Other
information in this section came from Blue Sun Corporation’s strategic plans. When the
researcher first came to Blue Sun Corporation in 2011, she learned that very little internal formal
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learning or development programs existed for most of Blue Sun Corporation’s history. Learning
beyond new hire training occurred as needed and on-the-job with no strategic efforts to formalize
or standardize the process. Any coaching or employee development that occurred was based on
the manager’s experience and discretion. In 2012, the organization’s management team and
Human Resources (HR) employees began to focus on employee engagement, retention, and
learning. The shift in focus occurred because of trends seen in the organization. One of these
concerning trends was a decrease in employee retention rates over several years. At this time, the
researcher worked as part of the HR department responsible for reviewing the situation and
proposing solutions. Research from consulting firms like Deloitte and SHRM was used to
develop a new strategic goal focused on employee development, engagement, and retention
(Blue Sun Corporation, 2012b).
Additionally, the organization conducted the first employee engagement survey and used
the results to guide creating the objectives for the new strategic goal (Blue Sun Corporation,
2012a). One of the objectives of this new goal was to aid employee retention by prioritizing
employee development and creating a standardized practice to ensure consistency across the
organization. The plan to prioritize employee learning and development in the organization had
three parts; provide more formal employee learning opportunities, develop managers’ coaching
skills to provide on-the-job development to employees, and create a formal career development
planning process (Blue Sun Corporation, 2013).
The organization’s learning and development team, which the researcher was a part of,
accomplished the first part of the plan by developing or purchasing learning content and
resources to provide additional learning opportunities for employees. Many of these learning
resources were selected to facilitate employee learning in the organization’s core competencies
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and critical job skills. The learning topics included general business competencies, regulations,
financial literacy, and role-specific skills. The learning and development team designed and
developed content specific to the organization and purchased general business skills content from
outside providers. These efforts continue today as the team develops and refines the catalog of
learning products.
The second part of the plan was to focus on the development of managers’ coaching
skills. The intention was to prepare managers to facilitate employee learning and development
on-the-job and in-the-moment of need. Over several years (2014-2017), the researcher and other
HR team members launched several internally created manager training classes to build
managers’ employee development and coaching skills. The course topics included performance
management, feedback, employee coaching, HR law, and situational leadership. The courses
leveraged both online and instructor-led learning modalities. As of 2020, there were a total of six
such class offerings for managers.
In 2016, the third part of the plan, creating a formal career development planning process,
was implemented. The formal career development planning process was developed and launched
by the HR team and intended for all employees who had been in their role for at least one year
(Blue Sun Corporation, 2016). The career development planning process required that managers
and employees work together to create an actionable development plan. The purpose of a career
development plan was to develop and refine employee skills and abilities for their current and
future roles.
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Conceptualization
The manager training classes on developing coaching and employee development skills
were initially designed for the existing, experienced managers. Since implementation, all existing
managers have completed the training. However, over time natural turnover has occurred,
resulting in manager position openings; many of these positions were filled by promoting
individual contributors from within the organization. In 2019, thirty-five of the forty (87.5%)
open management opportunities were filled with internal talent (Blue Sun Corporation, 2020c).
The organization filled the remaining five positions (12.5%) with experienced external
candidates (Blue Sun Corporation, 2020c). Twenty of the forty open manager positions (50%)
were internally filled with employees previously in individual contributor roles (Blue Sun
Corporation, 2020c). The other fifteen internal promotions (37.5%) were where individuals
moved from front-line manager roles to mid-level management roles. The internal promotion
rate means that manager positions, previously held by more experienced managers, are now
filled with new managers with little to no management and coaching experience.
As stated earlier in this chapter, employee engagement survey results and exit interviews
have indicated that manager coaching and employee development behaviors are inconsistently
demonstrated by managers across the organization (Blue Sun Corporation, 2019; Blue Sun
Corporation, 2018). The observation of this inconsistency resulted in the researcher conducting a
course evaluation of the existing coaching training class in 2019. After the researcher completed
the internal course evaluation, there was an indication that the existing organizational support
may not adequately meet these new manager coaches’ needs. The researcher made this
observation when some participants indicated they wished they had been better prepared when
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starting their new role or experienced many early challenges as a new manager. After
researching how to embed coaching into an organization’s culture, the researcher identified an
opportunity to implement additional organizational support and training initiatives for new
managers as they transition into their roles. The comments from the new managers and research
into embedding coaching into an organization’s culture prompted the researcher to want to
investigate new manager coaches’ experiences in more depth and guided the focus and design of
this study.

Significance of the Study
After reviewing the existing literature on the MaC approach and the transition from
individual contributor to manager, it became evident that new manager coaches may need a
different approach to skills development than their more experienced counterparts. When
designing learning solutions, the first step in the instructional design process is to thoroughly
analyze the problem (Hodell, n.d.). The analysis lays the groundwork for designing the solution
and impacts every design decision throughout the project (Hodell, n.d.). This study was
significant because it provided a tangible example of what new manager coaches experience as
they transition to the role for the first time. The results of this study also help those in practice
better understand the experience and problems facing new manager coaches. Understanding
these experiences can guide the development of improved training and organizational support
initiatives to help new managers transition from coachee to coach.
Additionally, with the MaC approach becoming increasingly popular in the twenty-first
century, researchers have suggested examining the subject more entirely because the existing
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research is still in its early stages (Ellinger et al., 2016; McCarthy & Milner, 2020; Hagen, 2012).
Upon reviewing the literature, most studies found on the MaC approach were quantitative and
focused on analyzing self-report data. Qualitative research existed on the MaC approach;
however, from what was found by the researcher, it appeared to be in the minority. The
researcher was also able to locate a small amount of existing research seeking to explore the
implementation of coaching into an organization’s culture or attempt to understand an
organization’s coaching culture. Milner, Milner, and McCarthy (2020) confirmed this topic’s
small amount of research when the authors conducted their literature review. Researchers
analyzing the transition someone makes when they go from an individual contributor to manager
role also called for additional research in this area. Specifically, some researchers believed
additional studies using a qualitative phenomenological approach were needed (Plakhotnik et al.,
2011). This study adds to the qualitative research for both the MaC approach and the transition
from individual contributor to manager.

Limitations
The following limitations were recognized and apply to this research study:
1. The researcher has a professional bias in the existing training provided to new managers
because the researcher was a learning and development team member who designed and
implemented the manager training courses and career development planning process.
2. As part of the HR department, the researcher’s positionality may make interview
participants less honest with their answers.

17

3. Since this study participants are all from Blue Sun Corporation, the results may not
translate to other industries or organizations.
4. The research was conducted during the 2020 Coronavirus Pandemic, which may have
influenced the experiences of this study’s participants.

Assumptions
The following assumptions were made regarding this study and participants:
1. Study participants were representative of the population of new manager coaches at Blue
Sun Corporation.
2. Participants willing participated in this study.
3. Participants answered all interview questions honestly based on their experience as new
manager coaches.
4. Coaching will be part of the organization’s culture for the near future.
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CHAPTER TWO: LITERATURE REVIEW
Introduction
The Chapter Two literature review focuses on four main topics: the twenty-first-century
workplace and its impact on employee learning and development, the Manager-as-Coach (MaC)
approach, the transition from individual contributor to manager, and the development of a new
manager’s coaching skills. Each topic was divided into subtopics for easier referencing. The
literature review starts by exploring the twenty-first century workplace and how multiple
disrupters are changing employee learning and development needs. Providing this background
will set the stage for why employee development and specifically the MaC approach was the
focus of this study. The following section focuses on the MaC approach. Studies in the MaC
approach have examined this management practice’s impact on employees, organizations, and
the manager coaches themselves. However, the researcher was unable to locate existing research
exploring the experiences of newly promoted manager coaches as they transitioned from coachee
to coach.
Because of the inability to locate research explicitly focusing on newly promoted
manager coaches, the next topic explored was the research on the transition from individual
contributor to manager. The literature on this topic provides additional insight into the impact of
new managers’ transition and the challenges they face. Finally, the literature review concludes
with a discussion on the literature regarding developing manager coaching skills. Numerous
studies on the MaC approach have identified that it requires managers to develop specific
behaviors and skills and that organizational culture must support these behaviors. Research on
this topic has also been conducted on developing manager coaching skills and how to embed
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coaching in organizational culture. However, the researcher could not locate literature on how
organizations can better prepare new managers transitioning from a coachee to a coach for the
first time. Because of the inability to locate research specifically on developing new manager
coaching skills, research on developing manager coaching skills and the general soft skills a new
manager needs were examined.

The Twenty-First Century Workplace
In the twenty-first century, multiple factors are influencing how organizations operate
and view employee development. One of the significant influences altering organizational
learning is rapidly evolving technology, which has sparked constant change in organizations
(Deloitte, 2020; Harvard Extension School, n.d.; Hagel et al., 2019; Yoo, 2019). With all the
technological advancements comes a greater availability at a reduced price, which allows more
organizations to integrate advanced technology and systems into their operations (Lewis, 2020).
Once considered science fiction, artificial intelligence and automation are becoming part of
everyday business (Bloomgarden, 2020; Lewis, 2020). These technologies have and will
continue to transform the landscape of work. Technology has and continues to take over more
rudimentary work, reducing the need for human interaction for many tasks, thus making existing
tasks and, in some cases, entire job functions obsolete (Bloomgarden, 2020; Hagel et al., 2019;
Lewis, 2020). With this technological evolution, customer’s expectations have also changed.
Customers have seen what innovative companies are capable of and know they have more
options than ever before, causing them to expect more personalized service from all businesses,
regardless of the industry (Hagel et al., 2019).
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With all this change, the workplace landscape and the essential skills required for every
job role have and will continue to transform (Deloitte, 2018; Harvard Extension School, n.d.;
Yoo, 2019). A 2018 World Economic Forum study found that, within five years, more than onethird of essential workforce skills were expected to change (World Economic Forum, 2018). In a
2019 survey, 90% of respondents expected their organization to redesign jobs, and 32% were
already doing so (Deloitte, 2019). A 2020 Deloitte Human Capital Trends survey also found that
53% of respondents expected that between half and all their workforce would need to change
their skills and capabilities within three years (Deloitte, 2020).

Twenty-First Century Skills
In the past, employee tasks focused on mastering a few repeatable activities under the
same context (Hagel et al., 2019). Today, humans have more varied work because of technology
and other factors than ever before (Hagel et al., 2019; Lewis, 2020). These changes shift the
skills needed for the future of work from technical, task-based skills to more general and less
quantifiable abilities that cannot be handled by robots or automation (Deloitte, 2020; Lewis,
2020; Rios et al., 2020; Yoo, 2019). Business success now relies on having employees who have,
what experts call, twenty-first century skills (Deloitte, 2020; Lewis, 2020; Rios et al., 2020; Yoo,
2019). Twenty-first-century skills often refer to a combination of cognitive and interpersonal
abilities that require higher-order thinking (Lewis, 2020; Rios et al., 2020). Hagel, Brown, and
Wooll (2019) define these twenty-first-century skills as “…observable human attributes that are
demonstrated independent of context” (p. 6). Today, business success relies on organizations
having employees with these competencies (Deloitte, 2020; Lewis, 2020; Yoo, 2019). Several
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researchers have attempted to define the skills needed for the twenty-first century workplace;
Table 3 shows a list of three studies conducted in 2020. Comparing these lists, it is clear that
while there is overlap, there are also differences. However, the lists appear to align with Hagel,
Brown, and Wooll’s (2019) definition of twenty-first-century skills.

Table 3
Findings from Recent Studies on Twenty-First Century Skills

Twenty-First Century Skills Identified

Method

Study

The most sought-after skills were oral and written
communication, collaboration, and problemsolving. Other skills also included social
intelligence, self-direction, critical thinking, time
management, ethics, professionalism, creativity,
adaptability, service orientation, continual
learning, and cultural sensitivity.

Reviewed 142,000 job
advertisements

Rios, Ling,
Pugh, Becker,
and Bacall
(2020)

Their research revealed the ten skills needed for
the future of work. These skills were sensemaking, social intelligence, novel and adaptive
thinking, cross-cultural competency,
computational thinking, new-media literacy,
transdisciplinarity (the ability to understand
concepts across multiple disciplines), design
mindset, cognitive load management, and virtual
collaboration.

Used a Proprietary
Institute for the Future
(IFTF) forecasting
method

Davies, Fidler,
and Gorbis
(2020)

The author outlined three categories of skills
with examples of each. Cognitive skills (critical
thinking, problem-solving, decision making, and
reasoning), Social skills (creativity, teamwork,
collaboration, curiosity, empathy, conflict
resolution, innovation, and emotional
intelligence), and Adaptability skills (embrace
change, flexibility, self-efficacy).

Conducted a literature
review
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Lewis (2020)

The shift in the essential job competencies requires a mass reskilling of employees
(Deloitte, 2019; Yoo, 2019). Organizational culture, work processes, and management practices
must support developing these employee skills (Hagel et al., 2019). For example, if the
organization’s culture does not support employee creativity and innovation and instead chastises
employees for these behaviors, developing these twenty-first-century skills will prove
challenging (Hagel et al., 2019). Instead, organizations and managers must adopt a culture that
supports and encourages employees to apply these abilities, thus promoting the continued
development of these skills (Hagel et al., 2019).

Shortage of Future-Ready Talent
In the last several years, obtaining a workforce with the capabilities needed for the
twenty-first century has not always been as simple as recruiting and hiring already skilled
employees or managers (SHRM, 2019). Before 2020, there was a competition for top talent
across organizations in the United States (SHRM, 2019). The talent shortage affected many
industries, such as skilled trades and middle and highly skilled corporate positions (SHRM,
2019). In a survey conducted in 2019 by the Society for Human Resource Management (SHRM),
83% of the HR professionals stated they had difficulty recruiting candidates with the necessary
skills in the past twelve months (SHRM, 2019). The shortage of skilled candidates was partially
due to record-low unemployment rates and the Baby Boomer (1946-1964) generation slowly
retiring, creating a deficiency of available and qualified talent (Deloitte, 2017b; SHRM, 2019).
Moreover, many of the available employee candidates lacked the skills needed for the twentyfirst century workplace, creating a skill gap (Deloitte, 2017b; SHRM, 2019). Experts predicted
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this gap would continue to grow as technology continued to evolve (Deloitte, 2017b; SHRM,
2019).

Current Events and the Impact on Organizational Learning
How the 2020 Coronavirus pandemic events will impact the qualified talent shortage is
still unknown and continues (Meister, 2020; Wilkie, 2020). Nearly every company across the
United States and the world experienced an impact somehow during the pandemic. Some saw an
increase in business because they were essential to living or provided vital services. For example,
Zoom, an online conferencing platform, saw a spike from 10 million users in December 2019 to
200 million in March 2020 (Evens, 2020). Other companies went out of business or completely
reevaluated their business models (Wilkie, 2020).
At the start of the pandemic, experts predicted that skill-based hiring would become even
more critical and the pace of technological advancements accelerating with the event acting as a
catalyst (Meister, 2020; McGowan, 2020). In 2021, experts are stating that the pandemic has
sparked increased demands for skilled workers and that this demand requires an investment in
upgrading the workforce’s skills (Lohr, 2021). The pandemic sparked many traditional brickand-mortar companies to send their employees home in mass; this experience is expected to
change the landscape of work going forward (McGowan, 2020). The acceleration of
technological change could significantly impact workplace learning, especially when considering
the pre-existing shortage of qualified talent observed before the pandemic. While the United
States unemployment rate spiked to 14.7% in April 2020 during the initial stages of the
pandemic shut down, unemployment fell significantly in just five months, sitting at 8.4% in
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August 2020 (NCSL, 2020). From this early vantage point, it appears it will continue to be vital
for companies to help employees develop the skills needed for the future of work (Meister,
2020).

Changing Employee Learning Expectations
Ever-changing technology and a shortage of qualified talent are only part of the challenge
faced by organizational learning and development in the twenty-first century. Today, people live
longer and have longer careers and, because of this, hold more job roles within their lifetime than
ever before (Deloitte, 2017a). According to a 2019 Bureau of Labor Statistics (BLS) report,
those born between 1957 to 1964 held on average 12.3 jobs between the ages of 18 and 52
(Bureau of Labor Statistics, 2019). While job movement does not always result in a change of
organization, careers now move in every direction as employees discover new talents and
interests (Deloitte, 2017a; Deloitte, 2019). The shift in employee career paths’ trajectory has
triggered a transformation in employee expectations regarding their personal development
(Deloitte, 2017a). In a 2018 LinkedIn survey, participants cited the opportunity to learn as the
number two reason they worked harder and felt happier in their jobs (Bersin, 2018). In the same
survey, 47% of respondents spent one to five hours a week learning, and 7% spent five hours or
more per week on their personal development (Bersin, 2018). Respondents also cited the
inability to learn and grow as the number one reason they would look for a new opportunity
(Bersin, 2018). This survey illustrated that employees now expect their organizations to help
them develop their skills and, if they are not receiving development, they will seek other
organizations that will provide them this benefit.
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A Shift in Corporate Employee Development
The rapid change of job roles and skills needed in the workplace, the inability to recruit
qualified candidates, and new employee learning expectations have caused many organizations
to look inward and focus on retaining and developing existing talent. According to a 2020
Deloitte Human Capital Trends survey, 75% of respondents expected to source these new skills
and capabilities by reskilling their existing workforce (Deloitte, 2020). Amazon was one
example of this shift in mindset. In 2019, Amazon pledged $700 million to reskill and retain its
existing employees (Prokopeak, 2019). The reason for this pledge was their struggle to fill indemand roles due to a lack of qualified talent, internally and externally (Prokopeak, 2019). The
shift in focus on developing internal talent requires organizations to reevaluate the traditional
way that employee learning and development is viewed, when it happens, and who is responsible
for it (Deloitte 2019). Reskilling employees while balancing costs to the organization requires an
agile employee development model that focuses on providing continual support and guidance
(Deloitte, 2017a; Deloitte, 2019; Ibarra & Scoular, 2019). To be most effective and timely,
learning must continuously occur during the entire employee life cycle (Deloitte, 2017a;
Deloitte, 2019; Yoo, 2020). In a 2020 survey by Deloitte, 84% of respondents agreed that
recurrent reinvention of the workforce through continuous learning was important or very
important to their development strategies (Deloitte, 2020). Continuous learning has become the
new standard, and organizations must support this to stay competitive and keep up with the
employee reskilling demands (Deloitte, 2019; Schwartz, 2016; Yoo, 2019).
Employee learning can no longer merely occur in scheduled events provided by a
learning and development team (Deloitte, 2019; Yoo, 2020). For continuous learning to succeed,
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it must become personalized to the employee’s needs and integrated into the flow of work
(Deloitte, 2019; Yoo, 2020). The employee development model for the twenty-first century must
be personalized and help individuals identify and develop the new skills they need (Deloitte,
2019). In the 2019 Deloitte Global Human Capital Trends survey, 38% of respondents stated that
employee learning must be co-owned by learning and development and the business unit for
continuous learning to be successful (Deloitte, 2019). The co-ownership of employee learning
changes the traditional role of a manager. To fully leverage the potential of an organization’s
human resources, managers can no longer simply share what they already know (Ibarra &
Scoular, 2019). Instead, to maximize employee learning and performance, managers must be
reskilled to facilitate employee learning by developing a coaching mindset (Ellinger et al., 2003;
Ibarra & Scoular, 2019; Riser, 2013).

The Manager-as-Coach Approach
The idea of workplace coaching is not new. In the business world, coaches have been
used for some time. While there are many forms of coaching, this literature review will focus on
the Manager-as-Coach (MaC) approach since this type of coaching was implemented at Blue
Sun Corporation, where this study was conducted. The MaC approach, also known as managerial
coaching, has become an increasingly popular and influential way to aid employee learning and
performance (Ellinger et al., 2003; Grant, 2007; Ibarra & Scoular, 2019; Matsuo, 2018). The
MaC approach focuses on providing employees’ continual support and guidance to facilitate
development and goal achievement (Ellinger et al., 2010; Ibarra & Scoular, 2019).
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According to the Merriam-Webster dictionary, a coach is “…one who instructors or
trains…” (“Coach,” n.d.). While this is the traditional definition of a coach, the MaC approach is
defined slightly differently. The MaC approach is not only about instructing or training in the
usual sense of the words. Instead, the approach focuses on facilitating employee learning as part
of regular work (Ellinger et al., 2010). The approach centers around managers helping their
direct reports recognize learning and development opportunities with the intent to improve
performance through recurrent interactions (Ellinger et al., 2010; Hagen, 2012; Liu & Batt,
2010). Managers help employees find these opportunities by asking guiding questions designed
to facilitate employee self-reflection and discovery, eventually leading to the employee finding
their solution or answer (Pousa, 2019). The coaching conversation’s one-on-one nature makes
the development extremely personalized to the individual (Pousa, 2019).
When a manager acts as a coach to their employees, it is adversative to the past’s longestablished leader-centric management practices (Anderson, 2013). The MaC approach shifts the
manager-employee relationship from a command-and-control style, where managers tell
employees what to do and how, to one of facilitating learning through support and guidance
(Anderson, 2013; Deloitte, 2017a; Deloitte, 2019; Ellinger et al., 2010; Ibarra & Scoular, 2019).
The MaC approach is not just concerned with fixing or correcting performance issues. The MaC
approach is a form of participative management (DiGirolamo & Tkach, 2019). The MaC
approach also facilitates employee learning, improves performance, and develops competence in
twenty-first-century skills, like critical thinking (Ellinger et al., 2010; Hagen, 2012; Kim et al.,
2013). When managers act as coaches to their employees, it puts them in the role of providing
real-time, on-the-job development integrated into the flow of work customized to the employee.
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Existing Manager-as-Coach Research Overview
Most of the MaC approach research in this literature review was quantitative, using
primarily self-reported data from manager coaches and employees. Many of these studies
attempted to measure the approach’s value at the individual, team, or organization levels. For
example, Pousa and Mathieu (2014) conducted a study on the effects of manager coaching on
opportunistic sales behavior and employee performance. Table 4 provides findings from several
similar recent studies conducted on the business impact of managerial coaching.

Table 4
Findings from Recent Quantitative Research on the Managerial Coaching

Findings

Sample and Method

Study

Managerial coaching was directly associated
with self-efficacy. The study also revealed that
self-efficacy was related to prosocial motivation
or what the authors attribute to thriving at work.

221 employees at
diverse organizations
(survey)

Abid, Ahmed,
Qazi, and Sarwar
(2020)

Managerial coaching also had a positive effect on
critical reflection. The relationship between
managerial coaching and critical reflection was
aided by learning goal orientation.

169 employees on 53
teams at an IT firm
(survey)

Matsuo, Arai,
and Matsuo
(2020)

Managerial coaching had a positive effect on the
development of new task execution tactics and
sales performance. New task strategies also
presented a positive effect on performance.

184 salespeople
from several diverse
organizations
(survey)

Pousa (2019)

Managerial coaching positively affected
employee customer orientation, customer
orientation positively affected employee adaptive
selling behaviors, and adaptive selling behavior
affected sales performance.

242 employees at a
large commercial
bank (survey)

Pousa, Liu, and
Aman (2020)
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Findings

Sample and Method

Manager’s coaching skills had a positive impact
on individual performance and emotional
commitment. Increased emotional commitment
aided the manager’s coaching skills and
individual performance.

198 employees from
several diverse
organizations
(survey)

Study
Ribeiro, Nguyen,
Daurte, Torres
de Oliverira, and
Faustino (2020)

Other quantitative studies sought to measure the impact on employee learning when
managers acted as coaches. For example, Matsuo (2018) found that managerial coaching
positively influenced team and individual learning. Other quantitative research on the MaC
approach focused on measuring or studying coaching behaviors or training outcomes. For
example, research conducted by Ratiu, David, and Baban (2017) focused on using pre and posttest data to determine the impact of a cognitive-behavioral coaching program. Another study
conducted by Park, McLean, and Yang (2008b) refined and validated a scale to measure manager
coaching behaviors.
During the literature review on the MaC approach, fewer qualitative studies were found
than quantitative studies. Some of these qualitative studies focused on understanding manager
coaching and the skills or behaviors required. One such study used discussion board postings to
analyze the complexity of a manager coach’s role, including the training, characteristics, and
behaviors required (Ladyshewsky, 2010). Still, other qualitative studies looked to measure
manager coaching skills and behaviors. One example was Nguyen’s (2019) development of the
Effective Sales Coaching scale (ESC). This scale measures the use of effective coaching
behaviors. DiGirolamo and Tkach used a mixed-methods approach to develop the Manager and
Leader Coaching Composite (MLCC) scale that measures a manager’s coaching behaviors and
skills.
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Other qualitative studies looked at the benefits of the MaC approach. For example, a
study by McCarthy and Milner (2020) examined the impact coaching had on the managers
themselves. This study found that managers who regularly coach their employees were
motivated by the outcomes and revealed excitement in seeing how coaching aided employee
transformation (McCarthy & Milner, 2020). The same study also found that coaching improved
working relationships and resulted in employee innovation and readiness for change (McCarthy
& Milner, 2020). Another qualitative study by Smith (2019) attempted to understand how a
manager’s use of a coaching style impacted their ability to address team challenges.
Some qualitative studies focused on measuring coaching training effectiveness and
embedding coaching into an organization’s culture. For example, a qualitative study by Milner,
McCarthy, and Milner (2018) found that, to be effective, coaching training should be tailored to
the organizational context instead of providing generic training and that many managers desired
additional coaching skill training. A more recent qualitative study conducted by Milner, Milner,
and McCarthy (2020) focused on understanding managers’ experiences as part of an
organization’s coaching culture. The study uncovered that managers need to take a proactive role
in creating a coaching culture and that continued change management efforts are required for
coaching to take root in an organization’s culture (Milner et al., 2020).

Benefits of the Manager-as-Coach Approach
A study conducted by Mollick (2011) found that individual managers had the most
significant impact of all the organizational factors that influence performance. The individual
manager’s influence on performance accounted for more variance than the executive team or
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organizational processes (Mollick, 2011). The study illustrates the impact a skilled manager can
have on their employees and organization. Managers who simply solve their employees’
problems or tell them what to do limit organizational growth; however, when managers coach,
they build the organization’s capacity (Ibarra & Scoular, 2019). The MaC approach helps
organizations better leverage every human resource and unlock employees’ hidden potential
(Ibarra & Scoular, 2019; Riser, 2013). Leveraging an entire workforce’s skills, abilities, and
ideas increases organizational innovation and creativity, helping companies stay competitive in
today’s ever-changing world (Deloitte, 2017a; Deloitte, 2018; Ibarra & Scoular, 2019; Riser,
2013).
Several studies revealed a positive relationship between the amount of coaching
employees receive and their performance and the development of new or improved task
strategies (Lui & Batt, 2010; Pousa, 2019; Pousa et al., 2020; Ribeiro et al., 2020). Managerial
coaching also helps employees develop new skills and knowledge (Lui & Batt, 2010). In
addition, the MaC approach has a positive effect on employee-customer orientation and adaptive
selling behaviors (Pousa et al., 2020; Ribeiro et al., 2020). Improving employee task strategies,
knowledge, skills, customer orientation, and selling behaviors positively impacts individual and
organizational performance (Lui & Batt, 2010; Pousa, 2019; Pousa et al., 2020; Ribeiro et al.,
2020). The employee performance improvement and skill development are likely due to
managerial coaching’s effect on employee learning. As managers work side-by-side with their
employees every day, they can observe behaviors and provide in-the-moment constructive
feedback and support needed for improvement (Ibarra & Scoular, 2019). One study by Matsuo
(2018) found coaching to improve both individual and team learning. The same study also
observed that managerial coaching positively impacted individual reflection, which aided social
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learning and the development of new skills and knowledge (Matsuo, 2018). Still, other research
by Matsuo (2020) and Matsuo, Arai, and Matsuo (2020) revealed that managerial coaching
positively affected employees’ critical reflection. Critical reflection encourages employees to
reach new understanding levels by learning through self-reflection; this aids in developing
problem-solving and critical thinking skills (Matsuo, 2020; Matsuo et al., 2020). These findings
supported an earlier study by Park, McLean, and Yang (2008a) that indicated a positive
relationship between managerial coaching and employees’ learning. Not only is the MaC
approach practical for learning, but employees crave the interaction. One study found that 93%
of managers surveyed agreed that employees desired and required coaching to improve
performance (Longenecker, 2010). Additionally, leveraging the MaC approach for employee
development can be more cost-effective than traditional training methods because the learning
occurs in the flow of daily work (Liu & Batt, 2010).
Research has also revealed that coaching positively influences employee engagement,
which is critical to organizational success and a competitive advantage (Ibarra & Scoular, 2019;
Ladyshewsky & Taplin, 2018). Managerial coaching can engage employees and positively
impact their motivation and self-efficacy, all of which results in higher individual performance
(Abid et al., 2020; Ibarra & Scoular, 2019; Ladyshewsky & Taplin, 2018). The increased
employee engagement and energy from the coaching experience may be partly due to the
positive effect the MaC approach has on an individuals’ emotional commitment (Ribeiro et al.,
2020). Employees want to be challenged, learn, and grow in their roles, and when their manager
provides them these opportunities, they feel more valued, and their engagement increases (Riser,
2010; Bersin, 2018). Manager coaches who participated in a study by McCarthy and Milner
(2020) noted that when their employees felt more supported after coaching, which seemed to
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impact their ability to be more flexible and innovative in their thinking (McCarthy & Milner,
2020). In turn, this flexibility and innovation appeared to helped employees cope with change
more effectively (McCarthy & Milner, 2020). The same study also found that managers
themselves were motivated to continue coaching by the outcomes of their efforts (McCarthy &
Milner, 2020).
The MaC approach has also been found to positively influence employees’ organizational
commitment and decrease turnover intent (Park et al., 2008a; Kim et al., 2013). A study by Kim,
Egan, Kim, and Kim (2013) revealed that the MaC approach directly impacted several employee
outcomes, including employee satisfaction with work and role clarity. The same study also
discovered that managerial coaching indirectly impacted employees’ career commitment (Kim et
al., 2013). Other research found that the MaC approach may also contribute to higher employee
job satisfaction and improved working relationships (DiGirolamo & Tkach, 2019; Ellinger et al.,
2010; McCarthy & Milner, 2020). These studies supported earlier research completed by
Ellinger, Ellinger, and Keller (2003), which observed positive associations between employees’
perceptions of their manager’s coaching behaviors and job satisfaction. These findings support
Bersin’s (2018) survey results discussed earlier in this literature review; employees desire
organizations that invest in their personal development. Increasing organizational commitment
and employee retention is vital for organizations that desire to leverage continuous learning and
develop internal talent for the future’s job roles and tasks (Deloitte, 2020).
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Limitations to the Manager-as-Coach Approach
While research has uncovered many benefits of the MaC approach, there are some
limitations and drawbacks. One limitation is that, since coaching is conducted one-on-one by
individual managers, there can be inconsistencies in the demonstration of these behaviors across
an organization. Part of the reason for the varying use of coaching behaviors is that each
manager chooses when she or he leverages a coaching approach (McCarthy & Milner, 2013).
Some managers, who have never experienced coaching themselves, may not coach at all if they
are skeptical of its benefits (Ladyshewsky, 2010). One study by Grant (2010) found that
managers with less than six months’ experience demonstrating coaching behaviors felt the
benefits of coaching were outweighed by the disadvantages of changing to this management
style. These feelings change after the manager coach had been coaching for six months, then
they felt the benefits of coaching outweighed the cost of behavior change (Grant, 2010). Other
managers may hesitate to engage in coaching conversations for fear that their employees may
react negatively (Ellinger et al., 2008). Still, others find it challenging to shift to this empowering
management style because it requires a deliberate mindset change or fear of giving up their
power as a manager (McCarthy & Milner, 2020). Still, other managers might simply not
prioritize coaching. The same study by Longenecker (2010) found that 66% of the managers
surveyed found it hard to find the time to coach regularly. Similarly, McCarthy and Milner
(2020) observed that managers cited that they did not always have the opportunity to coach due
to time constraints. Moreover, managers may simply lack the skill to identify coachable
moments (McCarthy & Milner, 2020).
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A lack of organizational support or reinforcement of coaching may also be a reason for
managers’ varying demonstration of coaching behaviors. Embedding coaching in an
organizational culture is a long-term effort and requires a phased approach (Grant, 2010; Milner
et al., 2020; Risher, 2013). Organizations that wish to leverage their managers’ power as coaches
must be willing to invest the energy into changing beliefs, building a learning culture, and
developing managers’ coaching skills and mindsets (Ladyshewsky, 2010). If coaching has not
been appropriately integrated into an organization’s culture, managers may lack the
accountability or other drivers designed to ensure they use these behaviors (McCarthy & Milner,
2013; Risher, 2013).
A second limitation of coaching is that it requires managers to develop critical behaviors
that take time to cultivate (Milner et al., 2018; Yeardley, 2017). While some coaching skills
seem easy enough to demonstrate, for example, listening and questioning, if managers are
accustomed to telling people how to do something, listening and questioning may be a hard shift
for them to make (Milner et al., 2018). Research has also indicated that while manager coaches
often receive some form of coaching training, it may not be enough (Milner et al., 2018;
Yeardley, 2017). Often, management training, in general, is too advanced for newer front-line
managers who are missing basic capabilities (Milner et al., 2018; Yeardley, 2017).
Unfortunately, many managers believe they are better coaches than they are. One study found a
sizeable difference between how managers’ felt about their coaching behaviors and how their
employees felt about the coaching they received (Ellinger et al., 2003). The same study also
found that employees felt their expectations were not met regarding the level of development
activity their managers provided (Ellinger et al., 2003). In a study by Longenecker (2010), he
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found that while 43% of the managers surveyed thought they were effective in coaching, 80%
believed they could improve their coaching skills.
A third limitation of the MaC approach is that it requires a solid employee-manager
relationship and frequent interactions (Longenecker, 2010; McCarthy & Milner, 2013). In short,
to coach well, managers must know their people. Part of a manager knowing their employees is
frequently engaging, communicating, interacting, and observing their direct reports
(Longenecker, 2010). Without the knowledge from this frequent employee-manager interaction
and relationship, valuable coaching moments cannot occur (Longenecker, 2010). In a study
conducted by Longenecker (2010), he found that 68% of the managers surveyed stated that
knowing their people was significantly related to their effectiveness as a coach. The same study
revealed that 69% of those managers believed in adjusting coaching to each employee’s needs
(Longenecker, 2010).

The Transition from Individual Contributor to Manager
The internal promotion of individual contributors to first-time manager roles occurs
regularly in organizations (Plakhotnik, 2017). An individual contributor is an employee, without
others reporting to them, that is responsible for the day-to-day completion of assigned tasks and
job duties (Plakhotnik et al., 2011). Individual contributors are often promoted to manager
because they were successful in their role. For instance, a well-skilled engineer might be
promoted to the manager of their department. Most organizations assume that the employees
they promote will become good managers because of their high performance as individual
contributors (Ayres-Williams, 1992). The reality is that making the change from individual
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contributor to manager may be one of the most difficult challenges faced during a person’s
career, with about half of new managers failing in some way (Freedman, 2005; Plakhotnik, 2017;
Roberts & Rocco, 2008). Failure for these new managers can take many forms. For example,
receiving a low score on an annual appraisal or monthly review or by being demoted or even
terminated (Plakhotnik, 2017). Some may even elect to resign when they do not feel successful
or receive negative feedback (Plakhotnik, 2017). As with most life changes, this transition can
lead to difficulties. New managers frequently fail due to the numerous challenges when entering
the role (Hill & McCullough, 1998; Plakhotnik, 2017).

Lack of Preparation, Training, and On-the-Job Support for New Managers
One of the significant challenges new managers face is a lack of adequate preparation for
their new role (Hill & McCullough, 1998; Plakhotnik et al., 2011). Part of their lack of
preparedness is not understanding the role itself (Sillett, 2015). New managers often base their
perception of the role’s responsibilities only on what they have observed from other managers
(Sillett, 2015). Manager responsibilities are complicated. What is visible from the outside is only
part of the role, and a person cannot understand the thought process and decisions that go on
inside someone else’s head (Plakhotnik, 2017; Plakhotnik et al., 2011). For example, from the
outside, it might appear that a manager is merely doing a team member’s job for them when they
are struggling. Instead, it might be the manager’s intent to use the opportunity to teach that
person a better method of completing the work.
Another reason that new managers may not be prepared to transition from an individual
contributor to a manager is a lack of appropriate and timely training (Hill & McCullough, 1998;
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Plakhotnik, 2017). Most organizations only provide managerial skills training after the manager
has been promoted, which is often not timely enough (Plakhotnik, 2017). Then when managers
receive management training, it is often too advanced for newer front-line managers who are
missing basic capabilities (Yeardley, 2017). Training for new managers becomes even more vital
when considering the skills mismatch new managers face. As an individual contributor, the focus
is on completing individual tasks and the technical skills of doing the job (Sillett, 2015). As a
manager, the essential skills center around helping their team perform (Sillett, 2015). The
essential skills of a manager focus more on non-technical capabilities and team-oriented skills
like communication, teamwork, and building trust (Plakhotnik, 2017; Plakhotnik et al., 2011;
Seibly, 2010; Yeardley, 2017). Google’s Project Oxygen used organizational data analytics to
determine the essential abilities their best managers exhibited; they produced a list of eight
(Garvin, 2013). These skills included good coach, empowers the team, and does not
micromanage, expresses interest in and concern for the team members’ success and personal
well-being, productive and results-oriented, good communicator, helps with career development,
clear vision and strategy, and key technical skills (Garvin, 2013). A new manager must develop
these key soft skills to work with and through their employees to lead their team to perform
(Sillett, 2015). For example, a salesperson may have built strong individual sales skills; however,
they may not have the ability to teach others these skills or provide quality feedback needed to
build someone else’s abilities. If new managers are unsuccessful at demonstrating or mastering
these new skills quickly, they may feel inadequate and without purpose (Freedman, 2005).
Furthermore, many newly promoted managers do not often fully anticipate the amount of
learning and skill development required for their new role (Plakhotnik et al., 2011; Seibly, 2010).
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Along with a lack of role understanding and proactive training, new managers also
receive varying degrees of organizational and management support while on-the-job (Maurer &
London, 2018; Plakhotnik et al., 2011). New managers are often treated like veteran managers,
expected to perform all management duties immediately, and receive very little support in doing
so (Plakhotnik et al., 2011). Because of a lack of on-the-job support, new managers often must
figure things out independently (Plakhotnik et al., 2011). The skills new managers need to
acquire for their role require experiential and on-the-job learning (Roberts & Rocco, 2008). Firsttime managers need support from their manager and organization through clear job descriptions,
performance objectives, and on-the-job guidance to succeed (Plakhotnik et al., 2011; Roberts &
Rocco, 2008). Feeling ill-equipped to handle their new position can make it hard for new
managers to feel successful, potentially causing them to revert to the individual work that is more
comfortable and ignore their new manager responsibilities (Plakhotnic et al., 2011). The lack of
on-the-job support can leave new managers feeling isolated and may lead to anxiety and
uncertainty (Hill & McCullough, 1998; Plakhotnik, 2017). Unfortunately, new managers may
not indicate that they are struggling as they do not want to be seen as inadequate by their
managers, peers, and employees (Freedman, 2005).

Unrealistic Performance Expectations for New Managers
While newly-promoted managers actively work to develop the new skills required for
their role, they are often held to seasoned managers’ same performance expectations (Plakhotnic,
2017; Seibly, 2010). Typically, organizations provide new managers only three months to prove
they are capable (Miller, 2006; Watkins, 2003). However, it can typically take six to eighteen
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months for a new manager to learn everything they need for their new job and feel confident in
the role (Freedman, 2005; Miller, 2006; Watkins, 2003). Moreover, it can take two years or more
for a manager to fully master the role because of the amount of learning and skill development
needed (Gabarro, 2007; Plakhotnik et al., 2011). The high-performance expectations often leave
new managers without enough time to invest in their learning and development (Plakhotnik,
2017; Plakhotnik et al., 2011; Roberts & Rocco, 2008; Seibly, 2010). Expecting a new manager
to perform at such a high level without providing them time to transition into their role and learn
the new skills they need is not realistic (Plakhotnik et al., 2011). The pressure to perform and
meet expectations from day one can cause new managers to make mistakes and lead to failure
(Roberts & Rocco, 2008). To be successful, organizations must establish realistic performance
expectations and provide them support and opportunities for learning (Maurer & London, 2018;
Plakhotnik et al., 2011).

A Shift in New Manager Role Identity
Another challenge facing new managers is the role identity shift that must occur. For
newly promoted managers, changing from an individual contributor role to a manager constitutes
a shift in how their success is measured and their role identity (Bushardt et al., 2018; Maurer &
London, 2018). As individual contributors, their success was measured by performing their tasks
(Sillett, 2015). New managers are no longer judged based on their individual performance.
Instead, their success is judged on their ability to lead their new team to perform (Park &
Faerman, 2019). When first promoted, the new manager must change their goals, priorities, and
direction to be team-focused versus individual performance-focused (Maurer & London, 2018;
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Park & Faerman, 2019). The shift in role identity means that a new manager must adjust what
their idea of success looks like (Park & Faerman, 2019). As discussed previously, organizations
promote new managers primarily based on their success in an individual contributor role. If they
do not successfully transition their role identity, new managers may feel they are no longer as
valuable as they were in their individual contributor role (Maurer & London, 2018; Park &
Faerman, 2019).
The identity shift is not an easy transition for new managers to make, and many factors
can impede or aid the shift (Maurer & London, 2018). New managers must decide which
elements of their individual contributor role to keep and what they need to change, enhance, or
add on to transition to their role as a manager (Freedman, 2011). Often, new managers find
making this determination challenging to do independently and may make errors in their
decisions by letting go of what they should preserve and vice versa (Freedman, 2011).
Organizational efforts may interfere with the new managers making these decisions and their
successful transition in role identity. For example, having a culture that supports individual
contributions over team or department contributions can cause managers to continue to focus on
their results instead of their team (Maurer & London, 2018). On the other hand, having an
organizational culture that supports and rewards team or department performance, for instance,
having department-level goals incorporated into a manager’s appraisal, can help shift a new
manager’s focus to be team-oriented.
Another identity shift that new managers face is their changing relationships with their
former peers and management (Plakhotnic et al., 2011). Newly promoted managers must figure
out how to communicate throughout the organization (up, down, and across) in ways they may
not have had to do before (Plakhotnic et al., 2011). One of the biggest challenges in this new way
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of communicating is transitioning the relationship of former peers to subordinates (Plakhotnic et
al., 2011). These former peers can react to the promotion in various ways; not all are positive.
For example, former peers may attempt to test or challenge their new manager by questioning
their authority (Roberts & Rocco, 2008). Former peers’ reactions can cause additional problems
for the new manager (Roberts & Rocco, 2008). If the new manager does not make the
appropriate shift in mindset, they can fall prey to over-identifying with their employees and not
embrace broader organizational and leadership concerns (Hill & McCullough, 1998).

Developing Manager Coaching Skills and Beliefs
As previously discussed in this literature review, newly promoted managers do not
always anticipate the amount of learning required to succeed in their new roles. In addition to
learning the essential functions of being a manager, managers in organizations with a coaching
culture also must acquire coaching skills. The development of these skills runs in tandem with
the acquisition of the other new management capabilities and the other challenges faced by new
managers discussed previously. Becoming a coach requires developing skills like listening,
emotional intelligence, building trust, providing feedback, and communication (Ellinger et al.,
2010; Ladyshewsky, 2010). These coaching competencies are not innate or natural for all
managers, so managers must learn and develop many of these skills (Grant, 2017; Graham et al.,
1994; Milner et al., 2018). While some coaching skills seem easy enough to demonstrate, for
example, listening and questioning, if managers are accustomed to telling people how to do
something, listening and questioning may be a hard shift for them to make (Milner et al., 2018).
There appears to be some debate on the exact skills and behaviors that make a manager an
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effective coach in the existing literature on the subject. Table 5 outlines several examples of the
effective coaching behaviors defined by various studies and scales.

Table 5
Skills Managers Need for Effective Coaching

Coaching Skills Included

Scale Name

Study

Encourages others to find own solutions, Empowers
others, Offers guidance rather than solutions, Offers
positive and negative constructive feedback, Asks for
feedback, Develops plans, Offers learning opportunities,
Sets expectations, Establishes clear goals, Looks at
things from others’ perspective, Encourages different
perspectives, Uses analogies, scenarios, and examples,
Brings in others to facilitate learning when required

Managerial
Coaching
Assessment System

David and
Matu (2013)

Uses analogies, scenarios, and examples, Broadens
employee’s perspectives, Provides feedback, Solicits
feedback, Is a resource, Questions encourage employees
to think through issues, Establishes expectations, and
Shifts perspective

Coaching Behavior
Measure

Ellinger,
Ellinger, and
Keller (2003)

Assessing (data gathering, gap analysis, goal setting, and
measurement), Supporting (attending, inquiring,
reflecting, and affirming), and Challenging (confronting,
focusing/shaping, reframing, and empowering/engaging)

Coaching
Behaviors
Inventory

Noer,
Leupold, and
Valle (2007)

Open communication, Team approach, Values people,
Accepts ambiguity, and Facilitates development

Measurement
Model of Coaching
Skills (Revised)

Park,
McLean, and
Yang (2008b)

Embedding coaching behaviors into an organization’s culture is multifaceted; however, it
starts with the right training program (Grant & Hartley, 2013). Research has indicated that while
manager coaches receive some form of coaching training, many still express a desire for
introductory and additional training (Milner et al., 2018; Milner et al., 2020). Often management
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training, in general, is too advanced for newer front-line managers who are missing basic
capabilities, like effective communication skills (Yeardley, 2017). Experts have made the
recommendation to start by training new managers on more basic coaching concepts first.
Fostering vital employee development skills may be more beneficial to managers than training a
specific coaching process, especially when they lack the skills to apply it (McCarthy & Milner,
2013). Instead of focusing on a linear coaching approach, training should focus on the new
manager’s coaching mindset and critical coaching skills like listening, emotional intelligence,
asking questions, setting goals, and giving feedback (Ladyshewsky, 2010; McCarthy & Milner,
2013). Another critical skill important for new coaches to master early is how to build trust with
their employees. Trust is an essential factor in the coaching relationship (Ladyshewsky, 2010).
Experts have also recommended that coaching training be tailored to the organizational
context instead of using a generic program and that organizations must ensure alignment with
goals and values (Grant & Hartley, 2013; Milner et al., 2018). Having a training program tailored
to the organization ensures managers understand the cultural context they will be coaching in
(Grant, 2017; Milner et al., 2018). Grant and Hartley (2013) also suggested that any coaching
training be extremely practical, providing clear guidance on leveraging the skills in the real
world. Additionally, coaching training programs should incorporate research-based adult
learning practices like spaced learning, making the material personal, and chunking up content to
avoid cognitive overload (Grant, 2007; Grant, 2017; Grant & Hartley, 2013). Grant (2017)
recommends keeping coaching training agile and flexible to keep up with the constant change
impacting today’s organizations. Furthermore, existing courses, content, and organizational
support should be reviewed and enhanced regularly to remain relevant as organizational cultures
change rapidly (Yeardley, 2017).
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In addition to specific coaching training programs, newly promoted managers may also
be better prepared for their new position if organizations provide them as much information
about the role as possible before their first day (Miller, 2006). Starting the coaching and other
manager skill development before promotion to a manager role may also be essential. Some
experts suggest that management skills, like those that coaching requires, should be taught before
promotion and after to properly prepare new managers for their role (Plakhotnik, 2017; Roberts
& Rocco, 2008). Providing management training to potential manager candidates also ensures
they enter the role with the basic required skills. Organizations can also prepare new managers
by reviewing the position in detail, the team’s background and history, and the predecessor’s
failures and successes (Miller, 2006).
While the development of coaching skills through formal training provides managers the
needed foundation for becoming a coach, training programs alone are not the only answer to the
development of manager coaching skills and demonstration of the behaviors (Grant & Hartley,
2013; Milner et al., 2018; Milner et al., 2020; Risher, 2013). A variety of learning approaches
should also be used, from formal classroom workshops to learning while performing the job
(Milner et al., 2018). Personalized skills assessments and creating development action plans for
those with management potential can also give them a leg up once they enter the role (Miller,
2006; Roberts & Rocco, 2008). The skills assessment results can be used to craft a personalized
plan, ensuring the new manager receives customized on-the-job learning activities to target their
specific development needs (Miller, 2006; Roberts & Rocco, 2008).
Organizations must also focus on understanding and influencing a new coach’s personal
beliefs as well. Ladyshewsky (2010) stated that exploring managers’ viewpoints on their role in
their staff’s development is essential to implementing manager coaching in an organization.
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Research has discovered that managers inherently understand coaching’s benefits regardless of
skill or stage in adopting behaviors (Grant, 2010). However, as discussed in the limitations to the
MaC approach section of this literature review, managers may be reluctant to implement and
practice coaching behaviors for many reasons. Managers may not believe the benefits of
coaching outweigh the cons of changing styles or the investment of time, they may find it
challenging to change to a coaching mindset, or they may fear giving up power (Grant, 2010;
Ladyshewsky, 2010; Longenecker, 2010; McCarthy & Milner, 2020). Managers in the initial
stages of adopting coaching behaviors also demonstrate lower self-efficacy and coaching skill
levels than those in later stages (Grant, 2010). Research indicated there might also be a link
between manager occupational self-efficacy and the frequency of demonstrating coaching
behaviors (Anderson, 2013). Focusing on manager coaches’ beliefs in the approach and their
ability may encourage them to demonstrate coaching behaviors earlier and more frequently.

Developing an Organizational Coaching Culture
Coaching must be ingrained into the organization’s culture to support the development
and demonstration of managers’ coaching capability. To start, organizational leadership must
explain the need for coaching, why it is crucial, and how it helps achieve goals (Milner et al.,
2018). Likewise, senior leaders must lead by example, including frequently and whole-heartedly
voicing their support for the initiative (Grant & Hartley, 2013; Milner et al., 2020). A recent
qualitative study conducted by Milner, Milner, and McCarthy (2020) also suggests that managers
need to take an active role in developing a coaching culture. Grant and Hartley (2013)
recommend that well-respected managers passionate about coaching act as proponents and role
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models. Enthusiastic and positive role models of coaching behaviors in an organization are an
integral part of driving this culture change (Grant & Hartley, 2013). Organizational leaders must
also formalize coaching with procedures and policies for the culture to embrace coaching fully
(Milner et al., 2020). The formalized coaching process should allow managers to be flexible and
personalize coaching to their style and the employee’s needs (Grant & Hartley, 2013).
Additionally, for coaching to take root in an organization’s culture, coaching behaviors
must be reinforced. Managers need regular feedback, recognition, and rewards for effective
coaching and being held accountable for their employees’ development (McCarthy & Milner,
2013; Risher, 2013). One study by Milner, McCarthy, and Milner (2018) revealed that very few
study organizations provided adequate time support to their managers to aid their coaching
efforts (Milner et al., 2018). The researchers suggested that organizational leaders help managers
free up or find time to coach (Milner et al., 2018). Coaching efforts should also align with
organizational goals and values to provide a strong foundation of support for the efforts (Grant &
Hartley, 2013). It is essential to recognize that organizational culture does not change overnight.
Reiteration and consistency over a prolonged period will ensure that coaching is adopted and
used regularly (Milner et al., 2020). Organizations must be ready to invest the needed time and
energy into changing beliefs, building a coaching culture, and training managers (Ladyshewsky,
2010).

Summary
Despite existing literature on the MaC approach, the experiences and challenges of newly
promoted managers, and the development of coaching skills, it appears that more research may
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be needed specifically on how to help new manager coaches successfully transition from coachee
to coach. The literature the researcher found surrounding the development of coaching behaviors
in new managers was not specific to developing these skills while balancing their other transition
challenges. Likewise, the literature the researcher found on the transition of an individual
contributor to a manager did not explicitly discuss facilitating a first-time manager coach’s
transition to this role. After comparing both literature sets, it seems evident that these new
manager coaches may need a slightly different approach to coaching skills development than
their more experienced counterparts. Additional research into this area appears warranted,
specifically focusing on developing an understanding of new manager coaches’ experiences as
they transition from coachee to coach. Understanding these shared experiences provides valuable
information that learning and development professionals and organizations can use to support the
new manager coaches’ transition, develop their coaching mindset and skills, and shift their role
identity. Understanding these experiences within an organizational context provides the
information needed to create a tailored training program and implement appropriate
organizational support initiatives recommended by researchers.
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CHAPTER THREE: METHODOLOGY
Introduction
This study examined new managers’ experiences as they transitioned from an individual
contributor and coachee to a manager and coach at Blue Sun Corporation. This study intended to
provide a deeper understanding and insight into new manager coaches’ experiences. The
awareness offered by this study’s results was anticipated to guide those designing new manager
training and other organizational support initiatives at Blue Sun Corporation. This new
understanding was expected to aid in providing appropriate support to help new managers
acquire the coaching skills necessary to coach and develop their employees consistently. Chapter
Three provides background on the study and why it was conducted. This chapter describes the
research design, sampling method, study population, and the data collection and analysis
procedures used in this study. This chapter also details how trustworthiness will be ensured in the
study and documents the researcher’s experiences, beliefs, prejudgments, and biases.

Background
Like many organizations in the twenty-first century, Blue Sun Corporation has
experienced a shift in the employee skills and capabilities needed for success. In the twenty-first
century, rapidly evolving technology and a hyper-focus on innovation have sparked constant
change for organizations (Deloitte, 2020; Harvard Extension School, n.d.; Hagel et al., 2019;
Yoo, 2019). With all this change, the workplace landscape and the essential skills required for
every job role have and will continue to transform (Deloitte, 2018; Harvard Extension School,
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n.d.; Yoo, 2019). In the past, employee efforts focused on mastering a few repeatable activities
under the same context (Hagel et al., 2019). Today, humans have more varied work than ever
before (Hagel et al., 2019; Lewis, 2020). In a 2019 Deloitte survey, 90% of respondents expected
their organization to redesign jobs, and 32% were already doing so (Deloitte, 2019). The 2020
Deloitte Human Capital Trends survey found that 53% of respondents expected that between half
and all their workforce would need to change their skills and capabilities within three years
(Deloitte, 2020).
In many industries, business success now relies on having employees who have, what
experts call, twenty-first century skills (Deloitte, 2020; Lewis, 2020; Rios et al., 2020; Yoo,
2019). Hagel, Brown, and Wooll (2019) defined twenty-first-century skills as “…observable
human attributes that are demonstrated independent of context” (p. 6). Examples of these skills
include oral and written communication, critical thinking, collaboration, and problem-solving
(Lewis, 2020; Rios et al., 2020). The shift in essential job responsibilities and expertise requires
a mass reskilling of the workforce (Deloitte, 2019; Yoo, 2019). According to a 2020 Deloitte
survey, 75% of those surveyed expected to source these new skills and capabilities by reskilling
their existing workforce (Deloitte, 2020). While reskilling employees is not a new concept, the
pace of organizational change has accelerated (Yoo, 2019). With this increase in the speed of
change, the need to update existing employee competencies is now more urgent and required
more regularly than ever before (Yoo, 2019). To keep up with these reskilling requirements,
organizations must shift their employee development focus to continuous on-the-job learning
(Deloitte, 2019; Lewis, 2020; Schwartz, 2016; Yoo, 2019). In the same 2020 survey by Deloitte,
84% of respondents agreed that recurrent reinvention of the workforce through continuous
learning was important or very important to their development strategies (Deloitte, 2020).
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Blue Sun Corporation’s senior leaders recognized that to stay competitive in the twentyfirst century; they needed to leverage existing human resources through reskilling their current
employees. To that end, one of the organization’s goals for the last several years has been
developing, engaging, and retaining employees through a series of specific objectives (Blue Sun
Corporation, 2020a). This goal focused on aiding employee learning by developing managers’
coaching skills and implementing a formal career development planning process. The intent was
to leverage managers’ power as coaches to integrate employee learning into the flow of work and
personalize development to an employee’s needs. When managers act as coaches to their
employees, it is often referred to as the Manager-as-Coach (MaC) approach or managerial
coaching. Managerial coaching facilitates employee learning, improves performance, and
enables people to achieve their goals (Ellinger et al., 2010; Yu et al., 2020). In the twenty-first
century, the MaC approach has become an increasingly popular and meaningful way to aid
employee learning while working (Ellinger et al., 2003; Grant, 2007; Ibarra & Scoular, 2019;
Matsuo, 2018). Blue Sun Corporation employee exit interviews and engagement surveys
reflected that the MaC approach was being adopted and used inconsistently by managers (Blue
Sun Corporation, 2019; Blue Sun Corporation, 2018). The problem addressed in this study was
this inconsistent demonstration of coaching behaviors across the organization. The problem was
analyzed by examining and understanding new managers’ experiences as they transition into
their new role of manager and coach for the first time.
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Setting
The setting for this study was Blue Sun Corporation, a mid-sized, community-based
financial institution located in the southern United States. As of June 8th, 2020, there were 585
employees, of which 167 (28.5%) directly managed others (Blue Sun Corporation, 2020b). Blue
Sun Corporation consisted of thirty-two branch locations with 265 employees and two corporate
office locations, which housed twenty-nine departments and 320 employees (Blue Sun
Corporation, 2020b). The twenty-nine departments served various functions; some were directly
customer-facing, for example, Consumer Lending and Mortgage Services. Other departments
served employee and organizational support roles, for instance, Operations.

Research Questions
The following questions were used to guide this study:
RQ1: What are the experiences of new manager coaches as they transition from individual
contributor/coachee to manager/coach?
RSQ1-1:

What successes and challenges do new manager coaches experience?

RSQ1-2:

What factors influence a new manager’s transition to coach?

RSQ1-3:

How do new manager coaches perceive coaching and their ability to
coach?

Study Design
A phenomenological research design was used for this study because the problem and
research questions focused on understanding new manager coaches’ experiences as they
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transition into the role. Researchers often use a phenomenological research design to uncover
insights into social or human problems by understanding the meaning that people attribute to
those problems (Creswell & Poth, 2018). The phenomenological research design was also
selected because this study’s focus was on understanding the meaning of the experiences of
individuals who have lived through a common phenomenon (Creswell & Poth, 2018). For this
study, the phenomenon being analyzed was the transition a person undergoes as they move from
an individual contributor and coachee role to a manager and coach role for the first time. One
method used by phenomenological researchers is to collect interview data from several people
and then to distill the experience into a universal narrative and themes, as was done in this study
(Creswell & Poth, 2018). The resulting narrative and themes explain what the individuals
experienced, how they experienced it, and the meaning of the experience (Moustakas, 2011).
Another reason this research approach was selected was that this study’s results were
intended to investigate and find solutions for a problem of practice. Using a phenomenological
research design is appropriate when an in-depth understanding of the lived experiences helps
develop practice (Creswell & Poth, 2018). Examining problems using a phenomenological
research design creates an opportunity for practitioners to expand their understanding without
experiencing the phenomena first-hand. The problem in this study was that managers were
demonstrating coaching behaviors inconsistently across the organization. This study’s desired
outcome was that the information learned would be used to recommend training and
organizational support practices intended to aid future new manager coaches’ transition and
development.
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Sampling Method and Rationale
Purposive sampling was used for this study. For this sampling method, the researcher
selected participants based on the most appropriate group to gather data and inform the research
(Creswell & Poth, 2018). This type of sample selection is a common practice in
phenomenological research design since the focus is on the experiences of individuals who have
encountered the same phenomenon (Creswell & Poth, 2018). This study’s population consisted
of new manager coaches at Blue Sun Corporation. For this study, a new manager was defined as
someone who transitioned from an individual contributor role to a front-line manager’s role
within the last eighteen months.

Description of Study Population
Two reports retrieved by a Blue Sun Corporation human resource manager from the
organization’s Human Resource Information System (HRIS) provided the following section's
data. The first report, retrieved on June 8, 2020, provided the organizational demographics for
this chapter (Blue Sun Corporation, 2020b). The second report, retrieved on October 1, 2020,
provided this study’s population and demographics (Blue Sun Corporation, 2020d). Sixteen new
managers, promoted between April 1, 2019, and September 30, 2020, met the established criteria
and became this study’s population (Blue Sun Corporation, 2020d). Table 6 compares the
generations of all managers at Blue Sun Corporation with this study’s population. The generation
names and years used for this breakdown are from the Society for Human Resource Management
(SHRM) (Gurchiek, 2020). Table 7 provides a comparison of the genders for all managers and
this study’s population.
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Table 6
Generational Breakdown: All Managers and Study Population

Role
All Managers

Baby Boomer
(1946-1964)

Generation X
(1965-1980)

Generation Y
(1981-1996)

Generation Z
(1997-2012)

28 (16.8%)

97 (58.1%)

42 (25.1%)

0 (0.0%)

Study Population
0 (0.0%)
5 (31.3%)
11 (68.8%)
0 (0.0%)
Note: Data are from Blue Sun Corporation (2020b) and Blue Sun Corporation (2020d).

Table 7
Gender Breakdown: All Managers and Study Population

Role

Females

Males

All Managers

111 (66.5%)

56 (33.5%)

Study Population
13 (81.3%)
3 (18.7%)
Note: Data are from Blue Sun Corporation (2020b) and Blue Sun Corporation (2020d).

The researcher planned to include five to seven participants in this study. Six new
managers were recruited to participate and became this study’s sample group. Study participants
were solicited from those attending the new manager training courses that the organization
required. New managers were required to attend these courses within the first year after their
promotion. Individuals who completed the training earlier in the year, and were part of this
study’s population, were contacted through email to determine if they would like to participate in
this study. Seven new managers indicated an interest in participating in this study. The interested
managers were emailed a copy of the HRP-254-FORM Explanation of Research approved by the
University of Central Florida’s (UCF) IRB found in Appendix C. The interested managers were
then asked if they wished to proceed with participating in this study—six of the seven new
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managers agreed to schedule an interview. The seventh recruit did not offer a reason as to why
she was no longer interested in participating.

Data Collection Method
In phenomenological research, interviews are often used because this method allows the
researcher to collect in-depth data that cannot be observed or is hard to gather in other ways
(Creswell & Plano Clark, 2015). Furthermore, interviews allow the participants to explain in
detail their experiences, something that can be much more difficult in other forms of data
collection (Creswell & Plano Clark, 2015). Creswell and Plano Clark (2007) referenced that
interviews, while time-consuming, are the best way to gain in-depth knowledge of a person’s
experiences. While there are several ways that interviews can be conducted in phenomenological
research, in-person interviews are common (Creswell & Poth, 2018; Moustakas, 2011).
Given that this study’s purpose was to understand new manager coaches’ experiences as
they transition into a manager and coach role for the first time, conducting semi-structured
interviews was determined to be the best data collection method. Semi-structured interviews use
a pre-established interview protocol to guide the conversation, as was done in this study
(Creswell & Poth, 2018; Moustakas, 2011). The researcher used the interview protocol
established for this study to ask the participants a series of open-ended questions. The researcher
then asked additional questions as needed for clarification. Conducting the interviews using this
format ensured the interview conversations were standardized while still permitting the
researcher to probe the interviewee for more details or examples (Moustakas, 2011). The original
plan was for this study was to conduct in-person interviews; however, due to the 2020
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Coronavirus pandemic, the University of Central Florida’s (UCF) IRB requested interviews be
conducted through video conferencing software.

Data Collection Instrument
For this study, the researcher used examples provided in Moustakas’ (2011) book
Phenomenological Research Methods to guide the development of the interview protocol. See
Appendix A for the full instrument. The questions selected for this study’s interview protocol
were intentionally open-ended and broad to facilitate obtaining expansive descriptions from the
participants (Moustakas, 2011). The goal of using a set of broad questions was to get the
participants to express their views of the phenomenon (Given, 2008). The researcher used the
pre-established interview protocol to guide the interview and ensure consistency across all
conversations. During the interviews, the researcher asked additional clarifying questions, as
needed, to enhance the researcher’s understanding of the participant’s answer (Creswell & Poth,
2018). Using an established interview protocol was recommended by experts in
phenomenological research, including Creswell and Poth (2018) and Moustakas (2011).

Data Collection Procedures
The semi-structured interviews were conducted one-on-one to hear each individual’s
experiences and ensure they were comfortable sharing their experiences (Creswell & Plano
Clark, 2015). Zoom was used to conduct the interviews and comply with UCF’s IRB request to
complete all conversations virtually. Since the participants volunteered their personal time to
participate in this study, the decision was made to complete these interviews in a single one-hour
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session to limit the required time commitment. Below are the data collection steps that were
taken to gather data for this study.
1. Created Interview Protocol
The researcher developed the interview protocol, found in Appendix A, for this study.
The researcher planned to adjust the questions as needed during the interviews as the interviewee
shared their experiences, which is commonly done in phenomenological research (Moustakas,
2011).
2. Submitted for Instructional Review Board (IRB) Approval
The researcher submitted the study and instruments to the University of Central Florida’s
(UCF) IRB for approval. This study was provided a determination of exemption on September
28, 2020, by the UCF IRB. The notification letter can be found in Appendix B.
3. Completed an Epoché
Before the collection of any data, the researcher wrote an epoché. An epoché is often
used to bracket or list the researcher’s personal experiences and potential researcher bias based
on their positionality and beliefs (Moustakas, 2011). Writing an epoché is a common practice
when collecting phenomenological research data (Moustakas, 2011). For this study, the epoché
was used to ensure the results’ trustworthiness.
4. Recruited Participants
Once UCF’s IRB approved this study, the researcher identified this study’s population
using a report retrieved by a Blue Sun Corporation human resource manager from the
organization’s Human Resource Information System (HRIS). Sixteen new managers, promoted
between April 1, 2019, and September 30, 2020, became this study’s population (Blue Sun
Corporation, 2020d). From this study population, the researcher began recruitment of the
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participants. The researcher’s initial plan was to include five to seven study participants in this
study. The researcher solicited study participants from those attending the new manager training
courses that the organization required. New managers were required to attend these courses
within the first year after their promotion. Individuals who completed the training earlier in the
year, and were part of this study’s population, were contacted through email to determine if they
would like to participate. Seven new manager coaches indicated an interest in participating in
this study. The researcher emailed the interested managers a copy of the HRP-254-FORM
Explanation of Research approved by the University of Central Florida’s (UCF) IRB found in
Appendix C. The interested managers were then asked if they wished to proceed with
participating in this study. Six of the seven new managers agreed to schedule an interview.
5. Scheduled Interviews
The researcher scheduled the interviews for one hour, and each lasted between forty and
sixty minutes. The researcher asked the participants for a time and date that worked best for
them. The researcher informed the participants that UCF’s IRB preferred that the interviews
were conducted virtually due to the 2020 Coronavirus pandemic. Participants were also told that
a physical location would be arranged if they did not wish to meet virtually. All participants
opted to conduct the interviews through Zoom. Allowing the interviewee to select the location
was intended to help the participants feel comfortable in their environment and speak freely.
6. Conducted Interviews
Before starting the interview, the researcher confirmed that the participants had read the
HRP-254-FORM Explanation of Research provided to them. All participants indicated that they
had read this document. The researcher then read the Interview Introduction and Informed
Consent script approved by UCF’s IRB. See Appendix D for the full script. After the researcher
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read the script, she asked the participants to provide verbal consent to proceed with the interview
and with being recorded. All participants agreed to be recorded. The researcher also emailed the
participants a copy of the Interview Introduction and Informed Consent script. The researcher
then started the recording and proceeded to conduct the interview using the established interview
protocol.
At the end of the interview, the researcher asked the participants if they had any
additional information they would like to share that had not already been covered. The researcher
also asked the participants to select a pseudonym. If a study participant did not want to choose an
alias, the researcher selected one for them. The researcher used the pseudonyms in the
transcripts, file names, and the final data analysis. The researcher then explained the universal
narrative’s development to the participants and asked if they would be willing to review the
narrative to ensure it accurately reflected their experiences once the data analysis was complete.
All participants agreed to review the universal narrative once it was written.
7. Recording Storage
All recordings were saved on the researcher’s personal computer, protected by a
password. Organization-owned devices were not used to conduct the video interviews or store
the recordings and transcriptions; this was for added confidentially. Anything stored on a device
provided by the organization would become its property under the usage guidelines. The audiorecording will be retained for a minimum of five years as dictated by UCF’s IRB policy and will
remain on the researcher’s personal computer protected by a password that only the research has.
The audio recordings were uploaded to Otter.ai software to aid in the creation of the
transcription. Only the researcher has access to the Otter.ai account used. Once this study is
complete, the files will be deleted from the Otter.ai account.
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8. Transcription
From each recording, the researcher created a verbatim transcription used for the analysis
found in Chapter Four. The researcher used pseudonyms instead of the participants’ names and
replaced identifiable information mentioned in the recordings when creating the transcriptions.
Within a week of creating the transcription, the researcher re-checked it for accuracy. The
transcriptions were stored in the Otter.ai software and downloaded to the researcher’s personal
computer. Both the Otter.ai account and the transcription files on the researcher’s personal
computer are password-protected, and only the researcher has access. Once this study is
complete, the files will be deleted from the Otter.ai account. The transcriptions will be retained
for a minimum of five years as dictated by UCF’s IRB policy. The researcher will continue to
store these files on her personal computer, protected by a password.

Data Analysis Procedures
The data was analyzed using a method proposed by Colaizzi (1978). Colaizzi (1978)
outlined seven steps to analyze the collected interview data for phenomenological researchers.
Sanders’ (2003) interpretation of Colaizzi’s (1978) process for novice researchers was also
utilized as a reference and an example of the procedures in action. The data analysis steps are
outlined below.
1. “Acquiring a sense of each transcript” (Colaizzi, 1978)
The researcher conducted and transcribed the interviews. Sanders (2003) suggested that
this facilitates the researcher’s ability to gain a sense of the whole experience and become more
intimately familiar with each participant’s narrative. The researcher listened to the audio files
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and read each transcription at least three times to gain a sense of each person’s reflection on their
experience. As the researcher listened to the recordings and created the transcription, she noted
any specific inflection or tone the participant used. For example, if a study participant made a
comment and then laughed, this was noted.
2. “Extracting significant statements” (Colaizzi, 1978)
The researcher loaded the transcriptions into the NVivo software for analysis. The
researcher reviewed each transcription to identify and highlight any statement related to the
experience (Colaizzi, 1978). Moustakas (2011) referred to this as horizonalization. This term
refers to the act of placing equal value on every statement related to the experience while also
narrowing down the amount of information the researcher must analyze (Given, 2008;
Moustakas, 2011). The researcher also used the NVivo software to analyze the top one hundred
most frequently used words in the transcripts, excluding the researcher’s interview questions.
3. “Formulation of meaning” (Colaizzi, 1978)
The researcher reviewed the identified statements again to begin to formulate meaning.
Colaizzi (1978) stated that the researcher must use what he referred to as “creative insight” to
take what the participants said and interpret the meaning of it (p. 59). The researcher identified
the hidden meaning in each statement while not deviating entirely from the actual statements
(Colaizzi, 1978).
4. “Organizing formulated meaning into clusters of themes” (Colaizzi, 1978)
Once the researcher formulated meaning for all the identified statements, she coded the
statements and arranged them into groups (Colaizzi, 1978). Then the researcher refined these
groupings to only those that all study participants experienced. These groups became the
potential themes of the experience (Moustakas, 2011). The researcher then compared the
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potential themes against the complete interview transcripts to ensure these were present in the
data (Colaizzi, 1978). Moustakas (2011) stated that the researcher must determine if the
statements and themes were expressed clearly in the transcriptions. The researcher removed any
themes that are not expressed explicitly in all the transcripts (Moustakas, 2011). Colaizzi (1978)
suggested that the researcher use their best judgment to determine an appropriate connection
between the theme and the transcriptions. His guidance was that the researcher must determine
what level of ambiguity they are comfortable having in their study (Colaizzi, 1978).
5. “Exhaustively describing the investigated phenomenon” (Colaizzi, 1978)
The researcher then used the identified themes to write up the analysis and results found
in Chapter Four using direct quotes from this study’s participants. The researcher used the data
analysis results to create a universal, comprehensive description of the experience (Colaizzi,
1978). The description was written in narrative form, which is typical of phenomenological
research (Creswell & Poth, 2018). The universal narrative incorporated the themes and
meanings, representing all the participants’ experiences.
6. “Describing the fundamental structure of the phenomenon” (Colaizzi, 1978)
The researcher then re-read the universal narrative and data analysis write-up to distill
both into only the most crucial parts. Colaizzi (1978) suggested reducing the detailed description
into its essential structure to reduce the length while not losing any of the experience’s critical
meanings and themes.
7. “Returning to the participants” (Colaizzi, 1978)
The researcher provided the universal narrative to this study’s participants for review to
confirm the data analysis results (Colaizzi, 1978). The participants were asked if the narrative
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correctly captured their experience. If the narrative did not capture their experiences accurately,
the participants were asked to provide feedback on adjustments that should be made.

Trustworthiness
Trustworthiness and validating research and results are vital to studies focusing on
collecting and analyzing data. Creswell and Poth (2018) recommended that at least two
validation strategies are used to ensure validity in studies using data collected in
phenomenological research. For this study, the following techniques were used: bracketing,
member checking, and peer review. First, before beginning data collection, the researcher wrote
an epoché. As discussed earlier, the purpose of the epoché was to bracket or list the researcher’s
personal experiences and potential bias (Moustakas, 2011). The process helped the researcher to
set aside her preconceived ideas about the experience before conducting the research. Member
checking was also used to ensure this study’s results accurately reflected the experiences of this
study’s participants. Second, as discussed in the data analysis steps, the researcher provided this
study’s participants a copy of the synthesized narrative to review. The participants were asked to
provide any edits or feedback if they did not feel it accurately described their experiences.
Having participants review the final narrative is a practice recommended in phenomenological
studies (Moustakas, 2011). For this study, the epoché was also used to conduct a peer review.
While it is not always possible to completely take the research’s ideas and bias from a study, the
epoché can be used to check the conclusions (Moustakas, 2011). For this study, a peer-review
was also conducted (Creswell & Poth, 2018). Someone familiar with the research reviewed the
data analysis results and asked the researcher questions about the selected methods, interpreted
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meaning, and overall results. The questioning of the researcher’s choices and outcomes helps to
ensure accuracy and validity (Creswell & Poth, 2018).

Positionality
The researcher’s position as part of the organization’s Human Resources (HR)
department could have potentially influenced the participants’ responses. To reduce the chance
of the researcher’s position impacting the participant’s responses, the researcher made several
conscious choices using recommendations from Moustakas (2011) and Creswell and Poth
(2018). First, those who indicated they were interested in participating were provided a summary
of what would be required. Those interested were also told that they could decline to participate
at any point without any repercussions. Additionally, participants’ anonymity was ensured by
using a pseudonym in the final transcriptions and reports. Only the researcher knew the names of
those taking part in this study. The participants were notified of the protection of their anonymity
before their participation. Another way the researcher attempted to reduce the chance of her
position impacting the responses was to allow the participants to select the interview location.
The researcher also used a friendly, informal tone while conducting the interviews and
encouraged them to share their feelings and thoughts freely. The researcher also had several
interactions with the participants before conducting the interviews. These primarily occurred
when the researcher facilitated manager or leadership training classes the new managers
attended. Through these interactions, the researcher had built a rapport with each of the interview
participants. This rapport may also have helped mitigate any hesitation the participants had about
being honest in their answers.

66

The Researcher and Research Bias
Before conducting phenomenological research, it is vital to acknowledge the researcher’s
experiences, beliefs, prejudgments, and biases (Creswell & Poth, 2018; Moustakas, 2011).
Encapsulating this information before starting this research study increases the study’s
transparency and trustworthiness in two ways. First, this information was used in the final
validation steps to ensure the results’ trustworthiness; how this was accomplished for this study
was discussed earlier in this chapter (Creswell & Poth, 2018). Second, writing down the
researcher’s experiences, beliefs, prejudgments, and biases helped the researcher set aside
anything that might influence the study (Creswell & Poth, 2018). Creswell and Poth (2018)
suggested that counter to traditional phenomenological researcher views, the act of writing this
information is not to altogether abstain from researcher judgment in the interpretation of the data.
Instead, Creswell and Poth (2018) believed that completely removing the researcher from a
phenomenological study is not entirely possible. They stated that the researcher is the interpreter
of the story the data tells and inherently influences the narrative despite efforts to the contrary
(Creswell & Poth, 2018). Creswell and Poth (2018) suggested that once the researcher’s
experiences, beliefs, prejudgments, and biases are captured, the researcher then decides how and
why to introduce them into the study. One way to capture the researcher’s experiences, beliefs,
prejudgments, and biases is by writing an epoché (Moustakas, 2011). For this study, the
researcher used this technique to capture her own experiences, beliefs, prejudgments, and biases.
Conducting any type of research is an investment of time, especially considering the
efforts it takes to collect and analyze interview data (Creswell & Plano Clark, 2007). A
researcher must be committed to this investment; because of this, a research study often starts
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with a researcher’s curiosity (Creswell & Poth, 2018). The origination of this study was no
different. It was the researcher’s curiosity that sparked this study and guided its existence. The
researcher believes the MaC approach to be an effective and efficient way to develop employees
and support individual learning and performance. Over the last several years, as the researcher
worked with managers, it became clear that not everyone believed in the MaC approach. As an
instructional designer, the researcher’s education taught her that to solve a problem; the problem
must first be analyzed. As discussed earlier in this introduction, research has found that
implementing a coaching culture takes time and is a long-term effort for an organization (Grant,
2010; Ibarra & Scoular, 2019; Risher, 2013). Embedding coaching in an organizational culture is
also a long-term effort for those developing this capability in organizations. For the researcher
and others in her organization to continue these efforts, understanding the problem in its entirety
was vital. The information listed in the epoché was used to reduce bias and strengthen this
study’s trustworthiness.

Epoché
The researcher started her career in learning and development in 2000 as a new hire
trainer for a large international outsource contact center. During her time at this organization, the
researcher had a manager who provided coaching and guided her development as a facilitator
and instructional designer. The researcher believes that this aided her performance and helped
her excel in this role. After several years, this manager left the organization. Subsequent
managers were not as committed to coaching and the development of their employees. The
researcher’s experiences with managers having various management styles early in her career led
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to her personal belief that a manager can significantly impact an employee’s motivation,
engagement, and skill development. This impact can lead to increases or decreases in
performance.
In 2006, the researcher took a job as a training manager. In this role, the researcher again
received regular coaching from her manager. The researcher’s manager also found ways to
challenge her professionally, which, the researcher believes, significantly impacted her skill
development, confidence, and performance. Despite having no formal training as a coach, the
researcher worked to mirror the coaching she received and incorporated coaching techniques
with the employees that reported to her. In 2008, the researcher’s manager left the organization,
and the researcher began reporting to another director. The manager-employee relationship was
very different from the previous one. The researcher’s new manager leveraged an authoritative
and highly directive management approach. This experience further solidified her belief in the
impact a good or bad manager can have on their employee’s performance and development.
In 2009, the researcher took a job as the data entry and patient sales department manager.
While in this role, the researcher was provided formal training on coaching and employee
development skills from the organization and was mentored by a director. The researcher began
implementing what she learned with her team and regularly met with each of her employees to
discuss their development and provide coaching. Additionally, the researcher provided informal
coaching and feedback to her employees when opportunities were presented. For the researcher,
providing this type of development to employees felt natural and drew on her experience as a
facilitator. In 2010, because of the researcher’s ability to coach her team, the organization’s HR
manager asked her to participate in a new program. The program intended to take strong
manager coaches, provide them additional training, and certify them as performance coaches.
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The program allowed the certified coaches to offer their skills to high-performing employees
experiencing various issues and problems. The idea was that these employees could find a way
back to their former performance levels with the help of a strong coach. As a performance coach,
she was able to help employees who were experiencing a decline in performance get past mental
blocks and other performance barriers by guiding them to find their own solutions and answers.
In 2011, the researcher took a position with a local financial institution in the Learning
and Development (L&D) department. The researcher was promoted several times with the
organization and eventually became the department’s head. As a manager and department head,
the researcher had the opportunity to coach a team again. Here she again saw the impact of
formal and informal coaching efforts on her own team’s performance. The researcher used
coaching and employee development to take several employees from other organizational areas
with no learning and development experience and develop them into facilitators and instructional
designers. Additionally, in this role, the researcher examined current learning and development
trends and leveraged managers to aid in employee learning. As the head of learning and
development for the organization, the researcher guided the talent development and employee
learning strategy. The organization’s goals, current trends in learning and development, and the
researcher’s experience and education guided this strategy’s development. The strategy’s focus
was on the organization’s managers and developing their coaching and employee development
skills to improve employee learning and performance.
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Beliefs
The researcher has experiences that have influenced her beliefs. The research believes
that, if done correctly, the MaC approach can have a significant impact on employee
development, mindset, and skills. While the researcher did not develop the MaC approach, she
has both experienced being coached and coaching others, as recounted in the epoché. The
research believes in the power of this employee development tool. As a manager, the researcher
has leveraged coaching to help her employees develop and witnessed its positive impact. She has
been able to use coaching and other employee development techniques to turn low-performing
employees with negative mindsets into productive team members who meet expectations.
Additionally, she has seen the power coaching can have on high-performing employees to
improve their skill sets. The other part of her belief in the MaC approach comes from the
research done in this area. Even before beginning her Doctoral degree, the researcher spent time
educating herself on the MaC approach by reading research from firms like Deloitte and SHRM.
During her studies, she has additionally dived into academic research and studies on this
approach. Furthering her learning on the MaC approach only reinforces her personal beliefs in
managerial coaching being an effective method of developing employees and enabling
performance.
The researcher also believes that all managers can develop coaching skills and that
anyone can be developed using coaching provided they have the right mindset. The researcher
firmly believes that mindset matters. If a manager does not believe someone can be coached, it
negatively impacts their coaching efforts. Likewise, if a person believes they cannot be coached
or that coaching does not work, it will also negatively impact the coaching outcomes. The
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researcher feels that belief is a powerful thing; if someone believes they can, they will. If they
believe they cannot, they will not.

Summary
This study leveraged a phenomenological research design to examine new managers’
experiences as they transitioned from an individual contributor and coachee to a manager and
coach at Blue Sun Corporation. Purposive sampling was used for this study, which is a common
practice in phenomenological research design (Creswell & Poth, 2018). The six study
participants were volunteers from the identified study population of new managers at Blue Sun
Corporation. Before collecting data, the researcher wrote an epoché to temporarily set aside prior
experiences, beliefs, prejudgments, and biases (Creswell & Poth, 2018; Moustakas, 2011). The
information in the epoché was used to ensure the rigor of this study and the findings. Next, semistructured interviews were conducted using an established interview protocol to understand the
experiences of the participants. The semi-structured interview format leveraged open-ended and
broad questions to facilitate obtaining expansive descriptions from the participants while also
allowing the researcher to ask for clarification or examples (Moustakas, 2011). The interview
data was then analyzed using Colaizzi’s (1978) steps and aided by Sander’s (2003) article on
novices’ phenomenological research. The verbatim transcriptions of the interview recordings
were coded for significant statements. These statements were then reviewed to determine the
meaning, identify themes, and create a universal narrative of the experience. Several steps,
including bracketing, member checking, and peer review, were taken to ensure this study’s
trustworthiness.
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CHAPTER FOUR: RESULTS AND ANALYSIS
Introduction
The purpose of this study was to examine and develop an understanding of new
managers’ experiences as they transition from an individual contributor and coachee to the role
of manager and coach at Blue Sun Corporation. The problem addressed in this study was an
inconsistent demonstration of coaching behaviors by managers across Blue Sun Corporation. The
organization’s employee exit interviews and engagement surveys reflected that, despite
organizational efforts in the area, the Manager-as-Coach (MaC) approach was being adopted and
used inconsistently (Blue Sun Corporation, 2019; Blue Sun Corporation, 2018). This study’s
results were expected to provide an understanding of what new managers experienced as they
transitioned into their roles and how they perceived these experiences. Understanding these
experiences was essential to providing appropriate organizational support to help new managers
acquire the coaching skills needed to coach and develop their employees consistently. This
study’s results were expected to provide awareness of what new manager coaches experience
and how they perceive it. This study’s results will be used to guide the design of future new
manager training and organizational support initiatives by providing a deeper understanding and
insight into new manager coaches’ experiences. Chapter Four reports the results from the
analysis of the six interviews conducted with this study’s participants. These results are
organized by theme. This chapter also describes this study’s population and sample group.
Because this study focused on understanding the experiences of individuals who lived
through a common phenomenon, a phenomenological research design was used (Creswell &
Poth, 2018). This type of approach is often used to uncover insights into social or human
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problems by understanding the meaning that people attribute to those problems (Creswell &
Poth, 2018). Following a format suggested by Creswell and Poth (2018) and Moustakas (2011),
semi-structured interviews were conducted to collect data. These interviews leveraged an
interview protocol developed for this study that can be found in Appendix A. The interview data
were then transcribed and analyzed using a seven-step method proposed by Colaizzi (1978). The
following questions were used to guide this study:
RQ1: What are the experiences of new manager coaches as they transition from individual
contributor/coachee to manager/coach?
RSQ1-1:

What successes and challenges do new manager coaches experience?

RSQ1-2:

What factors influence a new manager’s transition to coach?

RSQ1-3:

How do new manager coaches perceive coaching and their ability to
coach?

Setting
The setting for this study was Blue Sun Corporation, a mid-sized, community-based
financial institution located in the southern United States. As of June 8th, 2020, there were 585
employees, of which 167 (28.5%) directly managed others (Blue Sun Corporation, 2020b). Blue
Sun Corporation consisted of thirty-two branch locations with 265 employees and two corporate
office locations, which housed twenty-nine departments and 320 employees (Blue Sun
Corporation, 2020b). The twenty-nine departments served various internal and external
functions.
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Demographic Data
Two reports retrieved by a Blue Sun Corporation human resource manager from the
organization’s Human Resource Information System (HRIS) provided the following section's
data. The first report, retrieved on June 8, 2020, provided the organizational demographics for
this chapter (Blue Sun Corporation, 2020b). The second report, retrieved on October 1, 2020,
provided this study’s population and demographics (Blue Sun Corporation, 2020d). The sections
below report the demographic data for this study’s population and sample group.

Description of Study’s Population
Purposive sampling was used for this study. For this sampling method, the researcher
selected participants based on the most appropriate group to gather data and inform the research
(Creswell & Poth, 2018). This type of sample selection is a common practice in
phenomenological research design since the focus is on the experiences of individuals who have
encountered the same phenomenon (Creswell & Poth, 2018). This study’s population consisted
of new manager coaches at Blue Sun Corporation. For this study, a new manager was defined as
someone who transitioned from an individual contributor role to a front-line manager role within
the last eighteen months. A report was retrieved by a Blue Sun Corporation human resource
manager from the organization’s Human Resource Information System (HRIS) to determine this
study’s population using the new manager criteria stated above. This report found that sixteen
new managers were promoted between April 1, 2019, and September 30, 2020 (Blue Sun
Corporation, 2020d). These sixteen new managers became this study’s population. Five of the
sixteen (31.3%) were from Generation X (1965-1980), and eleven (68.8%) were from
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Generation Y (1981-1996). The generation names and years used for this breakdown are from
the Society for Human Resource Management (SHRM) (Gurchiek, 2020). This study’s
population also broke down into thirteen (81.3%) females and three (18.7%) males.

Description of Sample Group
Six new managers were recruited to participate in this study and became the sample for
this research study. The participants were solicited from those managers attending the manager
training courses that the organization requires. Typically, newly promoted managers attended
these courses within their first year. Individuals who completed the training previously and met
the established criteria were contacted through email to determine if they would like to
participate. Seven new managers indicated an interest in participating in this study. The
managers were emailed a copy of the HRP-254-FORM Explanation of Research approved by the
University of Central Florida’s (UCF) IRB found in Appendix C. The managers were then asked
if they wished to proceed with participating—six of the seven new managers agreed to schedule
an interview. The seventh recruit did not offer a reason as to why she was no longer interested in
participating. Table 8 compares the generations and gender of this study’s population and the
sample participants.
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Table 8
Generational and Gender Breakdown: Study Population and Sample

Generation

Gender

Group

X (1965-1980)

Y (1981-1996)

Females

Males

Study Population

5 (31.3%)

11 (68.8%)

13 (81.3%)

3 (18.7%)

Sample Group
2 (33.3%)
4 (66.7%)
6 (100.0%)
0 (0.0%)
Note: Data are from Blue Sun Corporation (2020b) and Blue Sun Corporation (2020d).

The sample for this study consisted of six new manager coaches. The goal of this study
was to have the sample group closely reflect this study’s population. The sample participants’
generational breakdown closely matched this study’s population; however, no male new
managers volunteered to participate in this study, resulting in an all-female sample group. Table
9 summarizes each study participant’s gender, generation, and time in the position. Pseudonyms
were used to protect the anonymity of the participants.

Table 9
Study Participant Demographics

Participant

Gender

Generation

Time in Position

Kaylee

Female

Generation Y

18 months

Jayne

Female

Generation Y

18 months

Zoe

Female

Generation Y

12 months

Jess

Female

Generation X

11 months

River

Female

Generation X

7 months

Lara
Female
Generation Y
Note: Data are from Blue Sun Corporation (2020d).

7 months
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Identifying Themes
For this study, a phenomenological research design was selected because this study’s
focus was on understanding the experiences of individuals who had lived through a common
phenomenon (Creswell & Poth, 2018). The common phenomenon explored in this study was the
transition from individual contributor and coachee to manager and coach. The themes were
identified using a method proposed by phenomenology researcher, Colaizzi (1978). The themes
identified from the six study participant’s experiences are as follows: Anxiety, Challenges,
Successes, Influences, and Beliefs. The researcher also identified variance in how each
participant experienced some of the five overarching themes. For example, while all the
participants felt anxiety about their new role, some of the participants’ uncertainty stemmed from
the fear of addressing complex situations. In contrast, other participants felt they might not have
the appropriate knowledge for their new role. Table 10 provides a detailed list of the subthemes
experienced for each participant.

Table 10
Sub-Themes by Study Participant

Kaylee

Jayne

Zoe

x

x

Jess

River

Lara

Theme 1: Anxiety
1.1 Lack of knowledge or experience

x

1.2 Inability to earn employee respect

x

1.3 Lack of belief in the ability to handle the
role

x

x

1.4 Anxiety about addressing difficult
situations or diverse personalities

x

x
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x

x
x

x

x

x

x

x

x

Kaylee

Jayne

Zoe

Jess

River

Lara

x

x

x

x

Theme 2: Challenges
2.1 Team management and giving employees
direction

x

2.2 Managing new priorities (time
management)

x

x

x

x

x

x

2.3 Knowledge or skills

x

x

x

x

x

x

2.4 Coaching different personalities

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

Theme 3: Successes
3.1 Operational successes

x

3.2 Coaching and employee development
successes

x

x

Theme 4: Influences
4.1 Direct support manager

x

4.2 Peer or past manager support

x

4.3 Management training classes

x

4.4 Desired additional support

x
x

Job shadow
Structured on-the-job onboarding

x
x

x

x

x

x

x

x

x

x

x

x

x

x

x

Additional role-specific training

x

x

x
x

x

Theme 5: Beliefs
5.1 Belief in the power of coaching

x

x

x

x

x

x

5.2 Belief in their ability to coach others

x

x

x

x

x

x

The researcher used this data analysis to write a universal narrative, a common practice in
phenomenological research (Moustakas, 2011). The researcher then provided the universal
narrative to this study’s participants to review and check the analysis results. The participants
were asked to suggest edits or give feedback if they did not feel it accurately described their
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experiences. Five of the six participants responded, stating that the narrative accurately reflected
their experiences; the final participant, River, did not respond despite the researcher following
up. The universal narrative can be found in Appendix E.

Analysis of Themes
This section provides detailed descriptions for each of the five themes identified in all six
study participants’ interview transcripts. Five themes were identified using the methods
discussed in Chapter Three: Anxiety, Challenges, Successes, Influences, and Beliefs. Each theme
analysis was conducted using direct quotes from the participants’ interviews and using their own
words to describe their experiences during their transition from an individual contributor and
coachee to manager and coach. Quotes are identified using the participant’s pseudonym.

Theme 1: Anxiety
When asked about their first experiences as a new manager and coach, all participants
shared their sense of anxiety before and after entering their new position. Some participants, like,
Zoe, just mentioned being very uncomfortable in their new role, while others used the words
scary or scared when describing their first experiences in the role.
Kaylee: At first, it was scary.
Jess: I remember being very scared.
Jayne: I don’t want to say intimidation. And I don’t want to say anxiousness. But I was
definitely scared.
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The anxiety felt by the participants of this study stemmed from four primary sources.
These sources included concern over a perceived lack of knowledge or experience, earning their
employees respect, lacking belief in their abilities, or fear of addressing complex situations or
managing diverse employee personalities. Each participant’s anxiety about their new role
stemmed from more than one of these sources. Table 11 provides a breakdown of these reasons
by the participant.

Table 111
Reasons for Anxiety by Study Participant

Kaylee

Jayne

Zoe

x

x

Jess

River

Lara

Theme 1: Anxiety
1.1 Lack of knowledge or experience

x

1.2 Inability to earn employee respect

x

1.3 Lack of belief in the ability to handle the
role

x

x

1.4 Anxiety about addressing difficult
situations or diverse personalities

x

x

x

x
x

x

x

x

x

x

x

Four participants felt that they lacked the required knowledge or experience to take on the
role effectively. The participants experienced this concern both before and after being promoted.
River stated that she hesitated to apply for the manager position; her main reason was that she
felt she lacked the appropriate knowledge.
River: I didn’t think I was knowledgeable enough yet. To take on that role. Like, I
wanted to know the products like the back of my hand. I wanted to be able to help
everyone you know with the right information, so I didn’t feel I was ready. Knowledge
wise.
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After accepting the role, Kaylee worried about making a mistake on an audit or other procedural
task that was one of her new manager responsibilities.
Kaylee: Just the money is a lot, making sure that, you know, you don’t buy too much, or
go over your limit, little things like that, um, little parts of the process. I knew I had a
good handle on the audits and stuff like that, but it’s like, oh, what if one fell through the
cracks?
Four of the participants also had anxiety about earning their new employees’ respect as their
manager.
Jess: And I remember being very scared that whole, maybe a week or so of that, like
feeling that they’re not going to want to listen to me or they’re not going to wanna be
open when my suggestions and that made me scared.
Kaylee: I thought, you know, people weren’t going to respect me. Because, you know,
Saturday, I was their peer, and now Monday, I’m their manager.
River: I didn’t think they would respect me. You know, like, I would tell them to do
something, and they wouldn’t, but it hasn’t been like that.
Additionally, five participants experienced anxiety about taking on their new role because
they thought they might not have the capability to handle the new responsibilities and challenges
that came with being a manager. These feelings caused some of them to delay applying for a
manager position. Before being promoted, River was the acting teller manager at her location
after her manager left. She hesitated to apply for the role because she worried about the
development support she would receive as a new manager without a Branch Manager at her
location.
River: I was actually like acting teller manager. I was doing the work. I was a little frayed
because we didn’t have a manager either at the time. I knew that was gonna be all me. I
was like, I don’t think I can handle this right now. I didn’t think I could do it. Like it was
a lot, it’s a busy branch. I didn’t think I could. I didn’t think I would be able to do it.
Kaylee mirrored feelings of not being ready for the role and initially delayed applying for a teller
manager position because of her anxiety.
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Kaylee: Before I posted for the teller manager position, there was another teller manager
position I was thinking about posting for, and I kind of talked myself out of that, because
I was just, I didn’t think I was ready. It was probably five months before that, four or five
months before that, and I didn’t mentally think I was ready to take on like that new
management role.
Lara described her trepidation of taking on the manager role, saying she initially did not consider
the role and ended up applying for it to “get out of her comfort zone.” Lara also described the
anxiety she felt as a new manager.
Lara: Feeling like you want to do a good job and feeling like you don’t want to fail your
team. I don’t want to fail my team, and also wanting to make sure I do the position the
right way.
Finally, four participants felt anxiety about the prospect of addressing complex situations
or handling diverse employee personalities. For example, Zoe worried that she did not have
anything to offer her long-tenured and high-performing employee when first entering her new
role. While Jayne described being very intimidated to provide feedback to an employee she
thought might challenge it. Jayne stated that it took her a long time to build confidence in her
ability to have those conversations. Likewise, Kaylee described her struggle and anxiety
coaching employees who had been at the company longer than she had.
Kaylee: Just communicating like with the team and being afraid to kind of step on
people’s toes, like I said before. I think that’s something that I have struggled with, not
only here, but in other places is seniority is big. And I feel like, if someone’s been here
for 10 years, and I’ve been here for two months, and I quickly moved up, but you’ve kind
of been in the same spot for a couple years. Yeah, you’ve been here for longer than me,
but we’re in different roles. And that’s kind of was hard for me to kind of look at it like
that, and you know, yeah, I’m your manager, I’m supposed to be a leader. But you’ve
been here longer than me. So, I don’t want to hurt your feelings.
Meanwhile, Jess hesitated to provide in-the-moment coaching because she was unsure how the
employees would respond.
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Jess: Because of their reaction, I’m not sure what the reaction would be. I don’t have very
disrespectful tellers. I guess it’s how you say it, not what you say. Like the reaction to it,
that stops me. I think about it twice.

Theme 2: Challenges
Another theme that emerged from the data collected from this study’s participants was
that all faced multiple new challenges when they entered the role of manager and coach. The
researcher used the NVivo software to analyze the top one hundred most frequently used words
in the transcripts, excluding the researcher’s interview questions. The results of this analysis
revealed ‘learning,’ ‘struggle,’ and ‘challenge’ to be used repeatedly by the participants. When
asked about their early challenges, each participant cited experiencing three to four new
challenges after their promotion. These challenges fell into several areas, including time
management, team management and giving employees direction, lacking specific knowledge or
skills, being seen as a manager by employees, or coaching employees with diverse personalities.
Table 12 provides a breakdown of the challenges experienced by the participant.

Table 12
Challenges Experienced by Study Participant

Kaylee

Jayne

Zoe

Jess

River

Lara

x

x

x

x

Theme 2: Challenges
2.1 Team management and giving employees
direction

x

2.2 Managing new priorities (time
management)

x

x

x

x

x

x

2.3 Knowledge or skills

x

x

x

x

x

x

2.4 Coaching different personalities

x

x

x

x

x
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All six participants mentioned having difficulties managing their new priorities and
needing stronger time management skills as a new manager than required as an individual
contributor.
River: It’s a lot of responsibility, like the coaching, the observations. And then we’re a
really, really busy branch. So, the paperwork is insane. Putting it on paper that today you
have to do a certain amount of coaching. So just getting it done. That’s been my biggest
challenge is just having the time to sit there and do my coaching. Like, right now,
tomorrow I’ll be doing coaching, but I’m the only manager here. So, it’s gonna be rough.
And it’s you know, before the holidays, but I have to get it done tomorrow.
Lara: Like this needs to get done today. And then while you’re working on that, well, this
has also got to get done. And then while you’re, you’re like, okay, let me write that down.
And then oh, well, hey, this has got to get done too. So, the list that you have as a
manager for what tasks need to be done for the day is way longer than, you know, just an
individual contributor.
Zoe described finding a balance during her first few months as a new manager and coming to the
realization that she could not do everything by herself. Instead, Zoe discovered she needed to
rely on her team to balance her new responsibilities.
Zoe: It was so hard for me to watch customers wait, so hard. And, you know, for me to
say to my universal banker, how much longer are you going to be? It’s only five minutes,
okay? My account specialist will be with you in five minutes. Because I can’t take every
account that comes in, and I can’t take every wire transfer that comes in or something
like that, you know, I have to really utilize like, best use of position. And then remember
that I’m not that anymore, and I can still keep the customer experience positive by setting
better expectations and not just trying to take everything. That was, that was tough for me
for sure.
After being a new manager for several months, Zoe reflected on how much time she spent on
various activities. After this contemplation, Zoe realized that she spent too much time on tasks
that brought very little value.
Zoe: And then I was like, how much? I spent that much time doing that? Oh my god, I
need to hurry up.
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All six participants also believed that a lack of specific knowledge or skills made their
first few months more challenging as a new manager and coach. The exact knowledge or skills
they lacked, however, differed by the participant. River mentioned that she often felt she lacked
role-specific knowledge regarding products and processes in the beginning. River stated that this
often caused her employees to seek guidance from other managers or employees instead of her in
the first few months as a new manager.
River: Like I said before, just not being as knowledgeable as I want it to be. And like, my
universal banker, she knew a lot more than I did. So, I felt a little; I don’t know what
word to, like, kind of useless because they would go to her for questions.
Lara also believed that her lack of role-specific knowledge inhibited her in the early months of
being a new manager. Lara stated several times during the interview that she “didn’t know what
she didn’t know.” Lara implied that she did not even know to look up or ask questions on certain
things because she was unaware of those processes or her responsibility for those tasks. The
participants also felt that their lack of soft skills, such as providing critical feedback, was
challenging for them when they first entered their new role. Kaylee mentioned several times that
communicating with her employees was very challenging for her in the beginning.
Kaylee: Just communicating like with the team and being afraid to kind of step on
people’s toes like I said before. I think that’s something that I have struggled with.
Meanwhile, Jayne described herself as a very direct person and found wording things correctly
when speaking to her direct reports and other managers very difficult. Through trial and error,
Jayne discovered that gaining her employees’ respect was vital for her to feel capable of
providing more critical feedback.
Jayne: So, you gain their respect on that level to where you can come to them just as a
person, and they’re not going to take offense to it. So, really like working through that
kind of made it easier with me giving feedback. But I still have to kind of watch how I
say something because, like I said, I’m very direct. So, I’m just like, hey, you know, you
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did this wrong, blah, blah, blah, blah, blah, you know, this, like, fix it, you know, where
with certain people, you know, kind of fluff it a little bit. So that’s been the biggest thing
with me.
Five participants found that managing their team and giving direction to employees was
one of their most significant challenges. One example of this type of challenge the participants
experienced was handling employees who had more tenure. Zoe mentioned that she did not
initially engage with a long-tenured employee because she might get in the way of her
performance and was not sure how to help her.
Zoe: I just need to stay out of the way because, you know, I just need to let you keep on
like you’re on fire. I’m just going to kind of stay out of the way and keep letting you do
what you need to do and kind of just make sure that you get to focus on loans. And not, I
think I actually kind of... I don’t know how to explain it. I think I almost like discounted
her experience there because I was, I was neglecting her, you know, and then I would
find that I was actually like kind of detached from her a little bit more than I would have
wanted to be.
Kaylee also had trouble providing feedback and coaching to more tenured employees, but not
because she avoided providing it. Kaylee found that these employees were not receptive and did
not want to accept her feedback and coaching at first.
Kaylee: And then another couple of them were like, okay, I understand, but I’ve also
been here longer than you so. So that’s like, one of the relationships that I’ve had to work
very, very hard on, to not only gain their respect but also like make sure they understood
that we’re doing this together.
Similarly, Lara struggled with managing her new team but in a different way. Lara felt she had to
work to get her former peers to recognize her as their manager.
Lara: I think it was a hard transition for them as well. Because I took on a new role and
it’s, they don’t know how to interact with me anymore. Or they don’t treat me like a
manager. They still treat me like as a teller, which is great. But in certain aspects, there
are certain points where we have to be a little bit more serious, and I have to do my job.
So, I did feel like in the beginning; I wasn’t taken seriously.
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Additionally, five participants found coaching employees with diverse personalities hard
in the beginning. This study’s participants were unsure how to handle situations with these
employees or provide feedback the employees would receive well.
Kaylee: So, I’d kind of say, like, half and half, like, half of them were like, really good.
And I was like, wow. You feel empowered, you know, you’re like, okay, I can keep
doing this, I can move on to the next one. And then you get to the next one. And it’s like,
oh, this is hard. I didn’t expect it to be like this. I didn’t think you were gonna reciprocate
like that.
Jayne also found adapting to the various personalities when coaching and providing development
to her employees difficult for her as a new manager.
Jayne: And still, to this day, I have to say to myself, like it’s okay, like, you have to do it.
Because there’s so many different personalities. So, you have to train yourself how to
work with different personalities. So, it’s definitely challenging. Still to this day. Yes,
very challenging.
Meanwhile, Zoe was unsure how to handle coaching sessions where employees did not engage in
the conversation or had adverse reactions to what she said.
Zoe: And um having other people, where you’re asking them questions, or where they
want to go and they just like, stare at you. And, you know, you kind of wonder like,
they’re like, some days it just looks like they don’t care. And you don’t even know
enough like their face is so straight that you can’t even tell if they do care or not. That has
been, that was really tough for me.
Jess felt that one of her most significant struggles as a new manager was coaching employees
who had negative attitudes.
Jess stated: You get to learn how to deal with that. I didn’t ever have to do that before. I
don’t want to say it’s all negative attitude. But I think that that’s what I struggle with
more. I struggle with the most. I’m such a happy person. Let’s all just get along, you
know, we got to do this, we’re here. We’re getting paid for it. It’s not, we’re not, you
know, let’s just do it. And then it’s just that pushback that I get sometimes; that’s what I
struggle with the most.
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Theme 3: Successes
When first asked to reflect on their experiences as a new manager and coach, early
challenges and anxieties were primarily noted. When the participants were asked directly about
their early successes, some had to pause to think about the question or even stated that early
success was hard for them to identify. For example, when asked about her most significant
accomplishment as a new manager, Jayne stated, “Oh, my gosh, I have no idea. Um, oh, my
gosh, that’s a hard question.” Meanwhile, Jess paused for an extended time before answering the
question. All participants were able to identify an early success after thinking about the question.
The achievements mentioned by the participants fell into two categories, coaching and employee
development successes or operational accomplishment. All participants cited early success in
coaching and developing employees. Table 13 provides the early successes experienced by the
participant.

Table 133
Successes Experienced by Study Participant

Kaylee

Jayne

Zoe

Jess

River

Lara

x

x

x

x

x

x

Theme 3: Successes
3.1 Operational successes

x

3.2 Coaching and employee development
successes

x

x

x

Lara mentioned a specific instance of helping an employee develop critical sales
conversation skills for a challenging product line.
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Lara stated: And one of our tellers that had really struggled with having referral
conversations, and wealth is one of the hardest conversations to have; he just excelled in
that. So, I would say that that is a big accomplishment because we’ve been working with
him and trying to let him know, you know how to have the conversations and a different
way to look at it, then it’s a sales conversation.
In comparison, River and Jess remembered teaching their employees new skills and then being
able to delegate new tasks to them.
River: I know who likes to have praise over IM, or I know who likes praise in front of
everyone. And it’s kind of like that when it’s constructive, too. And it’s like, you know,
this person would prefer if you went to them and you like, went to the computer, and you
like clicked around with them, and you showed them where they went wrong. And then
you know, this person would much rather you pull them into an office, and you’re like,
hey, you know, this is where we made an error. This is how we should do it next time.
Meanwhile, Kaylee felt her big success had been in getting to know her employees and how each
liked recognition and assistance. Both Jayne and Zoe cited the relationships they built with their
teams as their most significant accomplishments as new managers.
Zoe: I would really hope that it would be about the relationships that we’ve built. And I
think they feel; I would hope that they like, you know, if somebody were saying this from
outside looking in, that we’ve really put together an environment where we invite, like,
questions and challenges and things like that.
Successes that involved procedural knowledge or branch operations were also cited by four of
the participants. Jess, River, and Lara noted getting a high grade on an internal audit or a low
error rate as an early success. Likewise, Kaylee mentioned being worried about the job’s
operational side at first but felt better after several months of accomplishing the tasks with little
issue.
Kaylee: And probably knowing or thinking I knew like the audit stuff and then once the
first and second month hit, and actually like getting everything right, I think that was
probably my biggest success. Not having that second guessing part. Um, I mean, I did a
little bit but I just kind of pushed through and you make sure you pull the procedures and
you make sure you turn everything in on time. And the first couple months when I was
hitting everything on time, getting everything signed properly getting everything you
know, in the internet, like that's, that was one of my biggest successes, I think.
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Theme 4: Influences
All this study’s participants had influences that they thought positively impacted their
transition from individual contributor to manager and coach. The three positive forces identified
were their supervising managers, peers or past managers, and the organization’s formal learning
opportunities. Five participants felt that their direct manager helped them make the transition
from individual contributor to manager. One participant felt she did not get this support from her
direct manager. Table 14 provides a breakdown of the positive influences each participant cited
during their transition to manager.

Table 144
Positive Influences by Study Participant

Kaylee

Jayne

Zoe

Jess

River

Lara

x

x

x

x

x

x

Theme 4: Influences
4.1 Direct support manager

x

4.2 Peer or past manager support

x

4.3 Management training classes

x

x
x

x

x

Kaylee’s manager before her promotion was also her manager after. Kaylee recounted
how her manager used a leadership book to guide team conversations. She felt that helped her
decide to apply for the role. Kaylee believed the lessons she learned from these discussions
helped her transition into her new position after being promoted.
Kaylee: I think one of the main things that not only influenced me, but helped guide me
into this whole management role, leadership role, is we have this, I can’t think of the
name, but there’s this leadership book that my Branch Manager does with all of us. And
just sitting down with her and going through chapter by chapter. Every week we would
read a new chapter, and then we would recap on what we read. And at first, I’m not a
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huge fan of reading, and I thought it was just going to be very boring. But by the end of
the book, I could see how just the whole influence of the book and of our meetings kind
of just changed my thought process.
River also felt that her direct manager influenced her success.
River: My manager, he’s, he’s a big influence to me. And he’s moved up, you know, he’s
moved up pretty quick in the company. So, I look up to him a lot. And he has taught me a
lot, and I appreciate it. Like, he’s taking me under his wing.

Zoe also felt that her manager helped her develop her manager mindset by reminding her when
she slips into individual contributor mode.
Zoe said: My Branch Manager’s been huge, like, she’s been crucial in it, just because it is
easy for me to slip back into it.
Four participants thought that past managers or peers aided their transition to the new
manager role. River developed a peer group of others in her position that she could go to with
questions.
River: I speak to a lot of teller managers; I keep in touch with a few from other branches,
so they helped me a lot. Any questions I had, I would call them and ask them to see how
they would do it.
Lara felt that her location’s Assistant Manager, her peer, helped her learn the processes and
procedures required of her new role, while her direct manager helped her learn how to manage
her team. Meanwhile, Jayne believed the most significant help with her transition came from her
past manager, which she had when she was an individual contributor. Jayne felt she need to
reach out to the past manager because she did not receive guidance from her current one.
Jayne: I was reaching out to my old manager for that support. And like, am I thinking
through this correctly, or, you know, stuff like that.
Four of the study participants stated that the organization's formal leadership and
manager classes influenced their transition from individual contributor to manager.
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Jess: The coaching class that helped a lot out. Because when I did it before I took the
class, I was like, I don’t know. But now that I have a little bit better understanding of how
it’s going to help them and it’s easier.
Zoe mentioned that she found the new manager training classes very helpful and that her favorite
part was getting to connect with other new managers and learn to from them.
Zoe: The trainings and stuff have been awesome. Really, like, I have to say, they’re
really, really good. I had never had as many trainings from you, as I, until now. I had
never had that many they were typically with, like, you know, because of lending, like
I’ve always had one of the other trainers. So, it was interesting to hear your take on a lot
of it and really break down the practices and things like that. And like that, honestly,
really helped me fix my mindset.
Zoe also mentioned that she wished she could have taken the new manager classes earlier, but
the classes had been canceled for several months due to the 2020 Coronavirus Pandemic. Lara
also stated she felt held back in her development because of the cancellation of the manager
training classes for several months. After Lara mentioned that she felt the 2020 Coronavirus
Pandemic impacted her experience as a manager, the researcher asked what impact it had on her.
Lara stated, “I want to say a lot, because I feel like I didn't get the training I would have if
COVID hadn't have been there.” Lara felt that once she attended the classes, they helped her
improve her coaching skills drastically.
Lara: The coaching sessions before I took the class to what they are now have gotten
much better. And I think they would say that they feel like there’s more direction in the
coaching now, then, with the ones before I took the class, and it gives them a little bit
more of a focus and a purpose.
The participants also stated that the manager classes helped them learn from other new managers
and build relationships they might not have been able to otherwise. After Zoe’s interview, she
followed up with the researcher the next day to state that she loved connecting with other
managers in the training classes. She felt like those classes allowed her to discuss situations with
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other new managers and get new ideas. Kaylee felt the same way as Zoe and mentioned this
during her interview.
Kaylee: Being able to be in the same kind of room with the same people, whether they
were teller managers or assistant managers, just people that are new in their roles, and we
kind of got to brainstorm off of each other. And then you also get the benefit of meeting a
whole bunch other people at other branches.
While all the participants felt they had strong positive influences during their transition,
they also felt that additional guidance would have made their transition smoother. Three
influences were explicitly mentioned, including shadowing other managers and locations, a
formal onboarding and on-the-job learning process, and additional organizational training. Most
of the participants desired to shadow other locations and managers before or after entering the
role. Table 15 provides a breakdown of what influences each participant felt were missing during
their transition to manager.

Table 15
Missing Influences by Study Participant

Kaylee

Jayne

Zoe

Jess

River

Lara

x

x

x

x

x

x

x

x

x

x

x

x

x

Theme 4: Influences
4.4 Desired additional support
Job shadow
Structured on-the-job onboarding
Additional role-specific training

x

x

x
x

x

Lara described getting critical feedback early on as a manager and stated that she did not
know it was something she was supposed to be doing.
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Lara: And it was one of those situations where well, I didn’t know because I didn’t know.
Because I was never shown. So, it was one of those situations, and I feel like if I might
have had a coaching or a shadow experience, I could have avoided certain things.
Jayne felt that although she had the opportunity to learn from her own manager before being
promoted, her learning the role was not the primary focus of their interactions. Jayne thought
shadowing a manager at another branch would have given her time devoted to her learning and
additional perspectives on the job duties. She felt shadowing would have better prepared her for
the role.
Jayne: Because you know, you work with your teller manager, but it’s like sometimes
you don’t have the time, especially when you’re a short-staffed branch to be able to sit
with them and go through their day-to-day and sometimes you know, it’s completely
different from here than it would be in a busy branch. So, it’s good to get everybody
else’s feedback, like how they do their day-to-day operations, and you know, to kind of
help you find what’s going to be the easiest path for you. So, I do think shadowing would
have helped me a little bit more, like sitting with people, like how do you give feedback.
And, you know, how do you do that hearing from other people. Would have been
beneficial.
While all participants had more knowledgeable managers who influenced their transition
into a manager role, four participants thought a structured onboarding and on-the-job learning
plan guided by a mentor or manager would have been beneficial to their transition. For example,
Jayne suggested a buddy or mentor system.
Jayne: I think it would be good to have like a buddy like checking in like, hey, like, how
is everything how, you know, like, staying in touch to make sure like, if we need
anything, we can go to that person if we have any questions or anything like that, I think
would probably help, new managers, not feel as intimidated.
Zoe also wanted a more structured onboarding process guided by her manager or another
experienced manager. She suggested that a new manager be treated similarly to how the
organization treats new hires.
Zoe: Almost treating it like a new hire, where there are like 30-day check-ins, 90-day
check-ins, maybe with your regional manager maybe with, know, just with your Branch
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Manager, something a little bit more formal, where there are like, specific questions or
something, because sometimes you just you don’t think about things until you’re asked a
specific question or, like I said, even just as silly as someone being like, okay, well,
what’s your, what were your numbers at for this?
While the participants felt that the organization provided proper management and coaching
training that influenced their transition, three participants wanted additional role-specific
training. River stated that she thought the management training classes were beneficial and
would have liked formal learning on the operational side.
River: No, I mean, I would like for more like training. Like the management classes that
we have, those are good. But I would say like, like a policy and procedure update, like,
once in a while, that would be good. Like, just for us to get, you know, a little bit like to
stay on top of everything. I think like as teller managers in general, like, if there was like
a bulletin or something of things have changed, or things that we should know, now that
or things that people are doing, and we shouldn’t be doing, or that we’re doing and we
should everyone should start following. Stuff like that. That would be I think that would
help.
Lara also stated that more training would have helped her specifically around the challenges of
the role. Lara gave one example of wishing she had training on communicating up to her
manager and down to her direct reports.

Theme 5: Beliefs
The participants' personal experiences with receiving coaching appeared inconsistent.
Table 11 provides a breakdown of each participants’ experiences with coaching before and after
entering their role. Despite the participants receiving inconsistent coaching themselves, all six
participants positively believed in the impact coaching can have on employees. The participants
also positively believed in their ability to coach others.
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Table 16
Personal Coaching Experience by Participant

Personal Coaching Experience

Kaylee

Little to no coaching after promotion
Regular coaching after promotion
Personal Coaching Experience
Positive coaching experiences

Jayne

Zoe

x
x

Jess

River

x
x

x
x

Kaylee

Jayne

Zoe

Jess

River

x

x

x

x

x

x

x

x

Negative coaching experiences

Lara

Lara
x

Zoe mentioned that she enjoyed being coached and felt it personally gave her time to be a “little
selfish” and focus on her own needs.
Zoe: I like the opportunity to, I just like that opportunity to kind of go into something
with a mindset, like in a formal coaching of, okay, this is like, my time to be a little bit
selfish, and like, actually have a one-on-one conversation with this person, whoever it
might be. And, you know, ideally, not be interrupted, but you know, like, actually get to
have a conversation about your own growth.
Zoe went on to say to say she liked coaching others and especially “when you can see the light
bulbs go off.” Zoe also said that coaching and developing others was her favorite part of being a
manager.
Zoe: Yeah, yeah. It’s my favorite part. I mean, who wants to scan transactions for the rest
of their lives? I think like we all at some point started to have nightmares about those
scanner sounds. And I don’t think that, you know, we’re not doing them any favors by
not helping them realize that there’s other options besides that.
Jesse felt that seeing her employees succeed in achieving their goals was the best part of
coaching others. Jess went on to say that seeing her employees’ success made being a manager
and investing in her employees’ development worthwhile. River described an excellent coach as
“someone who’s going to always be there, for whoever it is, whenever they need you, guiding
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them, leading them through the right path, and just helping them.” River also considered
coaching as an investment in the other person.
River: Yeah, I mean, they’re taking the time, you know, to recognize what I’m doing,
either if it’s right or if it’s wrong. And I mean, you have to appreciate that. I mean, you’re
showing me that you care about me; that’s the way I look at it.
Lara tried to use her coaching sessions to determine what her employees wanted to learn so she
could help them grow. Lara found coaching rewarding because she liked that “…it makes them
feel positive. It makes them feel like they have a drive, like a purpose.” Lara felt that, especially
during the stress of the 2020 Coronavirus Pandemic, her employees needed a positive focus. She
stated that because of the lockdowns, her team was not as busy as they usually would be, so they
had a lot of time to focus on the negative aspects of the situation. Lara felt that helping her team
focus on their development helped keep their mind off the stress of the situation while they were
at work. Finally, Jayne stated that she loved coaching and felt that coaching was about
supporting her team and finding out how she could help them. On the receiving end of coaching,
Kaylee indicated that she needed it in her life because of the consistency and stability it provided
her. Kaylee also enjoyed seeing her coaching efforts pay off in her team’s ability to work
together to achieve goals.
Kaylee: And I think that’s probably my favorite thing. My favorite and rewarding thing is
seeing it kind of play out. And, you know, it kind of clicked for everyone else that like,
we’re all on the same page. And we’re all one team, and we’re all, you know, going after
the same goal.
When asked about their belief in their ability to coach others, all participants appeared
confident in their capabilities. Some participants felt they were stronger in either formal or
informal coaching, but none indicated they could not be successful at both. Zoe, for example,
believed her informal coaching skills were better than her formal ones.
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Zoe: I think probably more comfortable than the formal. Because I just, it just comes a
little bit more naturally, you know, whatever the energy is that caused whatever the
response is negative or positive is still there in the room right there.
Lara also felt she was more confident in her informal coaching, mirroring Zoe’s comments on
how it was easier to discuss things that had just occurred. Lara felt that she struggled the most
with her formal coaching but that it was getting better.
Lara: I still would say I need some work. But they are getting better given that I have,
like, a focus. And now that I know what to do and what conversations to have, they have
gotten much better. The coaching sessions before I took the class to what they are now
have gotten much better. And I think they would say that they feel like there’s more
direction in the coaching now, then, with the ones before I took the class, and it gives
them a little bit more of a focus and a purpose.
River, like Zoe and Lara, also felt that informal coaching came easy for her. However, River was
equally confident in her ability to coach in a formal setting. River stated she tried to keep notes
during the week to discuss during her formal coaching sessions. At the time of the interview,
Kaylee had not conducted formal coaching sessions on her own. Her manager was handling
these for the entire location. Kaylee did, however, feel confident in her ability to handle these
sessions in the future. Kaylee also appeared to believe in her ability to coach others informally.
Kaylee: So, I feel fairly confident. There are some things that I think when it comes to,
like, more serious things that I asked for help on.
Meanwhile, Jess thought formal coaching was more comfortable for her than informal
conversations. Jess attributed feeling weaker in informal coaching because she hesitated to
discuss things in-the-moment because of her anxiety and time constraints.
Jess: Sometimes I wait. And then I’ve caught myself, like trying to have the conversation
after, and it’s not as successful as if I would have just taken an extra minute or so from
the day.
Jess contributed her hesitation to fear of how her employees might react to the coaching. Jayne
also felt that she hesitated in providing informal feedback and coaching early on as a new
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manager because she was afraid of how her employees might react or that she may not have all
the answers. Jayne stated this was something she had worked on and felt much more confident in
her abilities after over a year in the role. Jayne indicated she also felt secure in her formal
coaching skills.

Summary
This study was conducted during the fall of 2020 at Blue Sun Corporation. This study’s
population consisted of sixteen new manager coaches promoted during an eighteen-month
period. Six of the new manager coaches participated in this study and became this study’s sample
group. The purpose of this study was to examine and develop an understanding of new
managers’ experiences as they transition from an individual contributor and coachee to the role
of manager and coach at Blue Sun Corporation. Because this study focused on understanding the
experiences of individuals who lived through a common phenomenon, a phenomenological
research design was used (Creswell & Poth, 2018). Semi-structured interviews were conducted
to collect data following a format suggested by Creswell and Poth (2018) and Moustakas (2011).
The interview data were then transcribed and analyzed using a seven-step method proposed by
Colaizzi (1978). The results and analysis presented in this chapter represent the experiences of
the six new manager coaches who participated in this study. The themes identified from the six
study participant’s experiences are as follows: Anxiety, Challenges, Successes, Influences, and
Beliefs. The researcher also identified variance in how each participant experienced some of the
five overarching themes. After completing the data analysis, the researcher used the information
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to write a universal narrative of the experience that was returned to the participants to review and
check for accuracy. This universal narrative can be found in Appendix E.
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CHAPTER FIVE: DISCUSSION AND CONCLUSIONS
Introduction
This study examined new managers’ experiences as they transitioned from an individual
contributor and coachee to a manager and coach at Blue Sun Corporation. The problem
researched in this study was an inconsistent demonstration of coaching behaviors by managers
across Blue Sun Corporation. The organization’s employee exit interviews and engagement
surveys reflected that, despite organizational efforts in the area, the Manager-as-Coach (MaC)
approach was being adopted and used inconsistently (Blue Sun Corporation, 2019; Blue Sun
Corporation, 2018). This study was conducted to provide a deeper understanding of new
manager coaches’ experiences and how they perceived these experiences. Through this
understanding, the organization will improve appropriate support to aid new managers in
acquiring the coaching skills necessary to coach and develop their employees consistently. This
study’s results were expected to provide awareness of what new manager coaches experience
and how they perceive it. This study’s results will be used to guide the design of future new
manager training and organizational support initiatives by providing a deeper understanding and
insight into new manager coaches’ experiences. In the previous chapter, five overarching themes
were identified. In Chapter Five, the analysis and themes from Chapter Four will be used to
summarize the findings for each research question. Chapter Five will focus on the discussion of
these findings within the context of current literature. This chapter will also provide study
limitations, significance, implications for practice, and future research suggestions.
Because this study focused on understanding the experiences of individuals who lived
through a common phenomenon, a phenomenological research design was used (Creswell &
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Poth, 2018). This type of approach is often used to uncover insights into social or human
problems by understanding the meaning that people attribute to those problems (Creswell &
Poth, 2018). Following a format suggested by Creswell and Poth (2018) and Moustakas (2011),
semi-structured interviews were conducted to collect data. These interviews leveraged an
interview protocol explicitly developed for this study. The interview data were then transcribed
and analyzed using a seven-step method proposed by Colaizzi (1978). The following questions
were used to guide this study:
RQ1: What are the experiences of new manager coaches as they transition from
individual contributor/coachee to manager/coach?
RSQ1-1:

What successes and challenges do new manager coaches experience?

RSQ1-2:

What factors influence a new manager’s transition to coach?

RSQ1-3:

How do new manager coaches perceive coaching and their ability to
coach?

Summary of Major Findings and Connections to Research
The data analysis conducted in Chapter Four resulted in five themes that emerged from
the six participant interviews: Anxiety, Challenges, Successes, Influences, and Beliefs. The
researcher also identified variance in how each participant experienced some of the five
overarching themes. The data analysis and resulting themes were then used to answer the
primary research question and three sub-questions. The following section is organized around
this study’s research questions. For each research question, a summary of the findings is
provided, along with a discussion of how these findings relate to the existing literature.
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Research Question 1
What are the experiences of new manager coaches as they transition from individual
contributor/coachee to manager/coach?

Summary of Findings
The participants of this study had feelings of anxiety and apprehension both before and
after entering their new role. These feelings were among the first points mentioned by all
participants when asked about their experiences as a new manager and coach. These negative
feelings even caused some participants to delay applying for a manager position. The word
scared was used by many participants and stemmed from multiple sources. Four participants felt
they lacked the appropriate knowledge or experience to be able to handle the role. Four
participants feared that they would not be able to earn their new employee’s respect. Five of the
participants believed they might not be able to handle the role and the new job duties required of
them. Four participants were afraid of mishandling difficult employee situations or not knowing
how to handle diverse employee personalities. These four participants were anxious that they
might say or do something wrong in these challenging situations. These same participants were
also afraid they might not know how to handle a negative employee response to their coaching.

Connections to Research
According to the available literature on the transition from individual contributor to
manager, it is common for first-time managers to experience these types of negative emotions
(Bolander et al., 2019). The identity shift that occurs as someone transitions from an individual
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contributor to a manager sparks these uncomfortable emotions (Bolander et al., 2019; Hay,
2013). Bolander, Holmberg, and Fellbom (2019) found that first-time managers go through four
stages of processing or coping with their role identity change: “…growing into, struggling with,
adopting, and abandoning managerial identity…” (p. 296). As someone transitions into a higherlevel role, they may also experience a decline in self-esteem and confidence as they realize they
lack the necessary skills to meet their new expectations (Bolander et al., 2019; Freedman, 2005;
Hay, 2013). These uncomfortable emotions may continue to develop as the new manager
negotiates between their capabilities, unfamiliar identity, and the new, often very high,
expectations placed on them (Hay, 2013). As new managers struggle to process and adopt their
new identity, they may become overwhelmed by their uncertain future and by their feelings of
worry and ambiguity (Bolander et al., 2019). Some of these emotions are part of a transformative
process, which, if successful, shifts the individual's mindset into one that is required of a
successful manager (Bolander et al., 2019; Roberts & Rocco, 2008).
The findings from this study revealed that the participants had specific anxiety related to
their lack of knowledge, experience, and ability to handle their new role. These findings align
with existing literature; when first promoted, a new manager must change their goals, priorities,
and direction to be team-focused versus individual performance focused (Maurer & London,
2018; Park & Faerman, 2019). New manager coaches must also learn how to coach and develop
their employees, acquire new skills and knowledge, and become responsible for upholding
organizational policies (Freedman, 2005; Plakhotnik, 2017). Because of the learning and
behavior changes that must occur, shifting from individual contributor to manager can be one of
the most challenging workplace transitions a person faces in their career (Freedman, 2005;
Plakhotnik, 2017; Plakhotnik et al., 2011). To further compound the difficulties faced by new

105

managers during this transition, most organizations, including Blue Sun Corporation, only
provide managerial skills training after promotion (Plakhotnik, 2017). A lack of timely
preparation for the role can lead new managers to experience feelings of anxiety and uncertainty
about their abilities (Hill & McCullough, 1998; Plakhotnik, 2017). First-time managers who only
receive training and development after entering the role may spend their first weeks or even
months in a state of not knowing exactly how to accomplish the job (Hay, 2013). Hay (2013)
suggested that new managers may feel they are making it up as they go along. Additionally,
organizations, including Blue Sun Corporation, often hold new managers to the same
performance expectations as their more tenured peers, causing additional anxiety (Bolander et
al., 2019; Plakhotnic et al., 2011). Struggling to achieve these high-performance expectations
and fluctuating between a sense of knowing and not knowing may leave new managers feeling
like frauds who have deceived themselves and others into believing they are capable of the new
job (Bolander et al., 2019; Freedman, 2005; Hay, 2013).
The participants in this study also reported that they felt anxiety about earning their new
employees’ respect and handling challenging employee situations. New managers must navigate
and adapt to changing relationships with their employees, manager, and peers (Plakhotnic et al.,
2011). First-time managers must figure out how to communicate throughout the organization
(up, down, and across) in ways they may not have had to do before (Plakhotnic et al., 2011). One
of the most daunting of these changing relationships for first-time managers is the transition of
former peers to subordinates (Gabarro, 2007; Plakhotnic et al., 2011). Former peers can react to
the promotion in various ways; not all are positive. For example, former peers may attempt to
test or challenge their new manager by questioning their authority (Roberts & Rocco, 2008). This
study’s participants worried that their employees might react negatively to their promotion. The
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participants also feared they would not handle employee situations correctly and that their new
subordinates would not respect them as a manager. These feelings appear to be warranted as
research has found that mastering these new relationships, specifically those with their new
subordinates, is vital for new manager success (Gabarro, 2007; Plakhotnic et al., 2011).
Organizations suffer when employees and managers feel a heightened sense of anxiety,
as these feelings can lead to performance issues and negatively impact workplace relationships
(Dar et al., 2011; Jones, 2017). Often when teams perform well, it is assumed that it is due to
organizational culture or processes; however, research has found that an individual manager
significantly impacts their team’s performance more than other organizational factors (Mollick,
2011). A study conducted in multiple organizations across 195 countries by Gallup (2015) found
that managers account for up to 70% of the employee engagement variance in organizations.
Employee engagement is critical to increased employee performance, decreased employee
turnover, and overall organizational profitability and productivity (Gallup, 2015). A manager’s
impact on their employees’ performance and engagement directly affects the success or failure of
their team and the organization. If a new manager feels distressed or anxious, it can be
detrimental to their success and negatively impact their team’s performance and engagement
(Gallup, 2015; Roberts & Rocco, 2008). Organizations can help alleviate some of the anxiety
and negative emotions that new managers feel by providing job candidates as much information
about the position as possible during the hiring process (Plakhotnik, 2017). This preparation
should include reviewing the position in detail, the challenges faced in the role, the team’s
background and history, and the predecessor’s failures and successes (Miller, 2006; Plakhotnik,
2017). Organizations can further reduce new managers' anxiety by holding them to more
attainable standards and not to the same expectations as their more experienced peers
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(Plakhotnik, 2017; Plakhotnik et al., 2011; Roberts & Rocco, 2008; Seibly, 2010). Additionally,
there needs to be a balance between the performance expectations placed on new managers and
ensuring they have enough time to invest in their learning and development (Plakhotnik, 2017;
Plakhotnik et al., 2011; Roberts & Rocco, 2008; Seibly, 2010). To further reduce the anxiety of
new managers, organizations should provide them guidance in developing the new and different
relationships with their former peers, managers, and others in the organization (O’Neil et al.,
2017; Plakhotnic et al., 2011). This specific guidance should be part of the new manager’s
personalized onboarding and development plan (O’Neil et al., 2017; Plakhotnic et al., 2011).
After reviewing existing research on the anxiety that first-time managers experience, it
seems that while some negative feelings are a normal part of the transition process. However, too
much anxiety or negative emotions can hinder the performance of the new manager and their
team. Feelings of anxiety can cause new managers to doubt themselves and their abilities,
ultimately struggling or even failing in their role. When new managers experience anxiety, it can
also negatively impact their employees’ engagement and performance. Feeling anxiety about
handling difficult employee situations may also prevent new managers from engaging in
coaching conversations with their employees. Understanding why first-time managers are
experiencing anxiety offers a unique opportunity to organizations and the leaders who support
these managers. This understanding can be used to implement support mechanisms, like realistic
performance expectations, learning opportunities before promotion, and personalized onboarding
and development plans to mitigate some of these negative emotions. Mitigating these negative
emotions can lead to better performance of the manager and their team.
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Research Question 1-1
What successes and challenges do new manager coaches experience?

Summary of Findings
When asked about their experiences as a new manager, this study’s participants quickly
expressed the multiple challenges they faced when entering the role. While many of the
participants experienced the same types of challenges, there was variation in each participant’s
specific struggles. Each participant experienced between three to four new challenges after their
promotion to manager and coach. These challenges fell into four primary areas. All participants
experienced challenges managing their new list of priorities and finding the time to get
everything done during their regular workday. All study participants also found that they lacked
role-specific knowledge or skills. For example, some participants felt they did not know the
procedure for completing new job responsibilities or know enough about the products and
services offered. Other participants lacked essential soft skills like providing strong feedback to
employees. Five of the participants struggled with managing their team and giving their new
employees direction. Five participants found coaching and developing the various personalities
on their team challenging.
Additionally, the participants also had early successes. These successes were harder for
them to identify than the challenges of their new role. Early successes for the participants fell
into two areas, operational and employee development. All the participants felt that some of their
greatest successes were in employee coaching and development. The participants seemed to be
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the proudest of the achievements involving their employee development efforts. Four
participants also cited early operational successes in individual contributor-type tasks.

Connections to Research
The findings from this study are consistent with existing literature that has found it is
common for new managers to face similar challenges as the participants in this study did
(Bolander et al., 2019; Plakhotnik, 2017; Plakhotnik et al., 2011; Seibly, 2010; Yeardley, 2017).
Many first-time managers discover that the role is far more challenging than anticipated, as was
the case in this study (Plakhotnik, 2017; Plakhotnik et al., 2011; Roberts & Rocco, 2008). One of
the specific challenges this study’s participants faced was managing their new teams and giving
their employees direction. As an individual contributor, the skill focus is on completing
individual tasks and the job’s technical abilities (Sillett, 2015). The critical skills of a manager
focus more on team-oriented skills like delegation, communication, teamwork, and building trust
(Plakhotnik, 2017; Plakhotnik et al., 2011; Seibly, 2010; Yeardley, 2017). A new manager must
develop these critical soft skills to work with and through their employees to lead their team to
perform (Sillett, 2015). The shift in skill sets requires first-time managers to undergo significant
learning and unlearning as they transition into the role (Bolander et al., 2019; Freedman, 2005;
Freedman, 2011; Segal, 2017). As a newly promoted manager faces everyday situations, they
work through a self-interrogation process to determine what past responsibilities and
competencies are no longer helpful, which to retain, and which they need to develop (Bolander et
al., 2019; Freedman, 2005; Freedman, 2011; Segal, 2017). Because individual contributors do
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not often have opportunities to practice these types of team-oriented skills in their role, new
managers must undergo this learning while in their new job (Park & Faerman, 2019).
Most organizations assume that the employees they promote will become good managers
because of their high performance as individual contributors; however, most managers do not
enter their role with the critical team-oriented skills they need (Ayres-Williams, 1992; Gallup,
2015). A Gallup study discovered that only 18% of managers are promoted with a high level of
the skills needed for their new role (Gallup, 2015). The same Gallup study also discovered that
one in every ten people naturally has the talent combination needed to be a successful manager
(Gallup, 2015). Another two in ten people have some of the natural abilities needed by managers,
and growing the skills they lack requires cultivation and development over time (Gallup, 2015).
Compared to their unskilled counterparts, managers who have the soft skills needed to manage a
team effectively are more likely to be engaged, be brand ambassadors for the organization, and
focus on building their employees' strengths (Gallup, 2015). A lack of necessary team-oriented
skills also contributes to the high failure rate of first-time managers (Freedman, 2005;
Plakhotnik, 2017; Roberts & Rocco, 2008). Failure for these new managers may mean getting a
low score on an annual appraisal or monthly review, receiving a demotion, or being terminated
(Plakhotnik, 2017). Some new managers may even elect to resign when they do not feel
successful or receive negative feedback (Plakhotnik, 2017). As is the case with most new
managers, the participants in this study would only have had the opportunity to learn and develop
the skills needed to manage and coach their team after their promotion (Park & Faerman, 2019).
Additionally, Blue Sun Corporation does not formally test for aptitude in critical manager skills
during the hiring process, often promoting employees because they were strong individual
contributors.
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This study also revealed that the participants experienced other challenges, including
managing their new list of priorities and acquiring job-specific skills and knowledge outside of
the team-oriented soft skills. Research has found that first-time managers are often treated like
veteran managers and frequently expected to perform all management duties immediately; this is
often the case at Blue Sun Corporation (Plakhotnik et al., 2011). After entering their new role,
new managers find that they have a multitude of new responsibilities that they may not be
adequately prepared to handle (Roberts & Rocco, 2008). These new managers may also discover
they are required to learn faster than they anticipated as organizations typically provide them
only three months to prove they are capable of the role (Miller, 2006; Plakhotnik et al., 2011;
Roberts & Rocco, 2008; Watkins, 2003). It can take six to eighteen months for a new manager to
learn everything they need to feel emotionally confident in the role (Freedman, 2005; Gabarro,
2007; Miller, 2006; Plakhotnik et al., 2011; Watkins, 2003). The high-performance expectations
organizations place on new managers often leaves them without enough time to invest in their
own learning and development, further compounding the challenges they face (Plakhotnik, 2017;
Plakhotnik et al., 2011; Roberts & Rocco, 2008; Seibly, 2010). As discussed earlier in this
chapter, first-time managers are often not provided proactive preparation due to receiving
management training and development only after entering the role; this is also the case at Blue
Sun Corporation (Hill & McCullough, 1998; Plakhotnik, 2017). Expecting a new manager to
perform at such a high level without providing them time to transition into their role and learn
the new skills they need is not realistic (Plakhotnik et al., 2011).
As discussed earlier in this chapter, the failure rate for new managers is high, with about
half of new managers failing in some way, and one of the main reasons for this high failure rate
is the numerous challenges they face when entering the role (Freedman, 2005; Hill &
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McCullough, 1998; Plakhotnik, 2017; Roberts & Rocco, 2008). Turnover of new managers can
significantly cost an organization due to the time and effort it takes to replace them and train
their replacement (Bersin, 2013; Plakhotnik et al., 2011; Somaya & Williamson, 2008). New
managers leaving an organization also take with them the knowledge and experience they have
gained through their tenure with the company, further hurting the organization they leave behind
(Plakhotnik et al., 2011; Somaya & Williamson, 2008). It is not just turnover in a manager role
that can negatively impact organizations. When managers are struggling, there are also the costs
of lost productivity and employee engagement (Bersin, 2013; Gallup, 2015). As discussed earlier
in this chapter, managers have a significant impact and influence on the performance and
engagement of the employees that report to them (Gallup, 2015; Mollick, 2011). The impact
managers have on their employees' engagement and performance directly affects the success or
failure of their team. If a manager is struggling, their team’s results and employees’ engagement
and performance may be severely impacted (Bersin, 2013; Gallup, 2015). A poor-performing
manager can also cause increased employee turnover (Gallup, 2015). To help reduce new
manager challenges, organizations should identify management candidates that already
demonstrate at least some of the critical manager competencies instead of just excellence in
individual technical capabilities (Gallup, 2015; Park & Faerman, 2019). These identified
candidates should then be provided with management skills training and development while in
their individual contributor role (Plakhotnik, 2017; Roberts & Rocco, 2008). Additionally,
because each person’s skill and ability levels are unique, personalized skills assessments and the
creation of customized learning and development action plans should also be developed (Miller,
2006; Roberts & Rocco, 2008). Providing proactive and personalized training to those candidates
with a high level of natural managerial skill ability helps ensure they enter the manager role with
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the basic required skills and knowledge, thus reducing their challenges (Gallup, 2015;
Plakhotnik, 2017; Roberts & Rocco, 2008).
The participants in this study indicated that most of their early successes were in their
employee coaching and development efforts, and they felt pride in this work. Research in this
area has revealed that first-time managers experience a sense of worth and personal value by
being managers (Bolander et al., 2019; Warhurst, 2011). New managers also often feel pride and
receive a boost in self-esteem when their efforts as managers are successful (Bolander et al.,
2019). Furthermore, managers who regularly coach their employees are motivated by the
outcomes and excited to see how coaching aids employee transformation (McCarthy & Milner,
2020). Dixey (2015) found that when managers practiced coaching, the role of coach became
paramount to their overall persona as managers. Blue Sun Corporation’s emphasis on coaching
over the last several years may explain why the managers in this study adopted employee
development behaviors early in their role. Focusing on manager coaches’ beliefs in the benefits
of coaching and their ability to coach their employees may encourage them to demonstrate these
behaviors earlier and more frequently (Anderson, 2013; Grant, 2010). Blue Sun Corporation’s
leaders have spent time explaining the need for coaching, why it is crucial, and how it helps
achieve goals, all of which have proven necessary for adopting manager coaching into an
organization’s culture (Milner et al., 2018). Additionally, Blue Sun Corporation also provided
formalized coaching training with procedures and policies. Again, this formalization is needed
for an organization’s culture and its managers to embrace coaching (Milner et al., 2020). Blue
Sun Corporation required that all new managers attend in-house built coaching and employee
development training in their first year. Having training tailored to the organization ensures
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managers understand the cultural context they will be coaching in and is another critical
component of a successful program (Grant, 2017; Milner et al., 2018).
This study’s participants also cited success in some of their operational or individual
contributor duties. Considering that Blue Sun Corporation, like most other organizations, selects
new managers based on their performance in an individual contributor role, this finding is not
surprising (Plakhotnik, 2017). Shifting from an individual contributor mindset and identity to one
of a manager can be challenging for first-time managers (Freedman, 2005; Plakhotnik, 2017;
Roberts & Rocco, 2008). As discussed earlier in this chapter, a lack of preparation for the role
can leave first-time managers unsure exactly what to do to feel successful in their new position
(Hay, 2013; Hill & McCullough, 1998; Plakhotnik, 2017). Feeling ill-equipped to handle their
new position can make it hard for new managers to feel adequate, potentially causing them to
take refuge in individual work that is more comfortable (Plakhotnic et al., 2011).
For new managers to effectively transition to a manager mindset, they must not only
determine which of their competencies are no longer helpful and which to develop, but they also
need to know which to retain (Bolander et al., 2019; Freedman, 2005; Freedman, 2011; Segal,
2017). Well-rounded feedback regarding what behaviors to start, stop, and continue doing
enables individuals to evaluate the results of their actions and consider alternative choices for the
future (Ibarra, 1999; Nancherla, 2009; Plakhotnik et al., 2011). Workplace feedback often
focuses only on what needs to be improved (Gallup, 2015). All employees, including managers,
have some natural strengths or talents that they can leverage in the workplace; these abilities
should also be discussed as part of regular feedback (Gallup, 2015). A study by Gallup found
that when an emphasis is placed on identifying and discussing employee strengths, there is a
positive impact on engagement and productivity (Gallup, 2015). To support new managers as
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they transition into the role, organizations should ensure they receive frequent feedback on their
successes and areas of opportunity (Ibarra, 1999; Nancherla, 2009; Plakhotnik et al., 2011).
Personalized skill assessments can also be used to help new managers determine which of their
skills to set aside, build, and retain (Miller, 2006; Roberts & Rocco, 2008). Additionally, in
coaching organizations, discussing employee development successes helps to reinforce the
coaching behaviors. To fully adopt a coaching mindset, managers need regular feedback on
coaching efforts and recognition for effective coaching (McCarthy & Milner, 2013; Risher,
2013).
Transitioning to the role of a first-time manager is daunting, and new managers face
multiple challenges. After reviewing the research, it is easy to see why so many new managers
fail, as they must completely change the behaviors and demonstrated skills that got them
promoted in the first place. First-time managers who struggle with the basic requirements of their
role may find it hard to find time to coach and develop their employees. Because of the impact
managers have on their team’s performance, it becomes clear that when new managers are
struggling under the weight of their new challenges, their employees’ performance will be
affected. Therefore, it appears imperative to organizational performance that new managers are
adequately supported during their transition. Organizations and those supporting first-time
managers need to understand the challenges they face. Understanding these challenges is the first
step in designing promotional processes, training, and on-the-job support to better prepare new
managers for success in their new roles. Additionally, not everyone is an excellent fit to be a
manager. Promoting people who lack any natural managerial ability will most likely lead to
failure, causing performance issues for the organization. Promoting those individuals with at
least some natural talent as a manager coach and cultivating that talent can help ensure success
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for the new manager, their employees, and the organization. Additionally, understanding what
successes new manager coaches experience is also essential as focusing on these successes and
natural strengths can help build their confidence in the role. Those that support new managers
can also guide them to leverage these early successes and natural strengths to improve
performance in other areas of their role. When embedding coaching into an organization’s
culture, recognizing success in this area is key to reinforcing these behaviors.

Research Question 1-2
What factors influence a new manager’s transition to coach?

Summary of Findings
Three main factors influenced the participants’ transition from individual contributor and
coachee to manager and coach. These influences included more knowledgeable and experienced
managers, including direct managers, peers, and past managers. The organization’s formal
training was also cited as a positive influence. All participants relied on receiving guidance from
their managers, peers, and past managers. Relationships with peers and past managers helped
supplement some of the participants’ deficiencies in their chain of command. Furthermore, four
participants found that the organization’s formal management and leadership classes helped them
learn the new skills they needed as a manager and coach. The participants also felt these classes
helped them learn from other new managers, and these new relationships added to their support
network.

117

While the participants felt they had strong positive influences during their transition, they
also felt that influences were missing that would have helped make their first few months as a
new manager smoother. Five of the participants desired to shadow other locations and managers.
This study’s participants felt that it was hard for them to shadow at their location because they
would be interrupted. The participants’ felt that shadowing another location would provide them
dedicated time to learn and additional perspectives from which to learn. Four participants wished
there had been a structured onboarding and on-the-job learning process as they entered their new
role. Three participants wanted more role-specific training provided by the organization.

Connections to Research
This study’s participants cited that one of their primary positive influences was more
knowledgeable and experienced managers. Crouse, Doyle, and Young (2011) also found that
participants cited learning from others as the most important influence for successfully building
job knowledge and skills in a study on workplace learning. To succeed, first-time managers need
feedback and support from more experienced managers and others in the organization they
interact with regularly (Ibarra, 1999; Plakhotnik et al., 2011; Roberts & Rocco, 2008). Feedback
provided by more experienced managers, peers, or mentors is vital to constructing a person’s
workplace identity (Ibarra, 1999; Nancherla, 2009; Plakhotnik et al., 2011). This type of
feedback helps the new manager evaluate the results of their actions and consider alternative
choices for the future (Ibarra, 1999; Nancherla, 2009; Plakhotnik et al., 2011). While new
managers typically receive feedback from their direct managers, building a development network
that includes peers and other mentors outside of their reporting structure also benefits new
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managers (Gentry & Walsh, 2015). Development networks allow the first-time manager to
receive additional advice and support as they navigate their new role (Gentry & Walsh, 2015).
During a first-time manager’s transition period, a lack of timely and appropriate feedback and
guidance can contribute to challenges and potential failure in the role (Plakhotnik et al., 2011).
The impact that feedback and guidance have on a person’s learning explains why this study’s
participants felt that their direct manager and others positively influenced them during their
transition. The benefits of development networks may also explain why this study’s participants
sought additional support from peers and past managers.
This study also revealed that the participants believed the organization’s formal
management and leadership classes aided their transition to manager and coach. Crouse, Doyle,
and Young (2011) again discovered comparable results; their study participants cited
organizational support initiatives, like training, as the second most important influence for
developing job knowledge and skills. The participants of this study stated that these classes
helped them learn the new skills they needed as managers and, more specifically, manager
coaches. Coaching competencies are not innate or natural for all managers, so managers must
learn and develop many of the required skills (Grant, 2017; Graham et al., 1994; Milner et al.,
2018). Having the right training program in place is critical for organizations attempting to
embed coaching behaviors into the culture and develop managers’ employee development skills
(Grant & Hartley, 2013). Experts recommend that coaching training be tailored to the
organizational context, aligned with goals and values, and provide practical instruction on using
the skills in the real world (Grant & Hartley, 2013; Milner et al., 2018). The coaching training
provided at Blue Sun Corporation incorporates these recommendations into the offered
programs. Additionally, the participants of this study felt that participating in formal training
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classes also allowed them to learn from other new managers and add these peers to their
network. Research has found that organizations that create opportunities for collaboration and
provide an environment that encourages and aids learning positively impact a learner’s
motivation to transfer learned skills into daily work (Franke & Felfe, 2012; Gallucci, 2008).
Having a program tailored to the organization that provides a practical coaching approach may
be why this study’s participants saw the training program as a valuable influence during their
transition. This study’s participants may also have felt supported by the investment in their
learning and the opportunity to collaborate with others, which may have motivated them to adopt
and apply the learned skills. Additionally, the participants of this study enjoyed the training
offered at Blue Sun Corporation so well; they indicated that they would like additional rolespecific training provided. This finding also aligns with existing research that has found that
manager coaches who receive some form of training often express a desire for additional training
(Milner et al., 2018; Milner et al., 2020).
While the participants in this study felt they had strong positive influences during their
transition, they also thought that additional support would have helped make their first few
months less challenging. This finding aligns with research that has found that new managers are
often treated like veteran managers, expected to perform all management duties immediately,
and receive very little support in doing so (Plakhotnik et al., 2011). Because of a lack of on-thejob learning and support, new managers often must figure things out independently (Plakhotnik
et al., 2011). One of the missing influences mentioned by this study’s participants was
shadowing other managers at other locations. This study’s participants felt that it was hard for
them to shadow at their location because they would get pulled away to perform their duties. The
participants’ felt that shadowing another location would provide them dedicated time to learn.
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The participants’ also felt that observing managers outside of their location would provide them
additional perspectives from which to learn. In a study conducted by Warhurst (2011), pairing
more experienced managers with less experienced ones helped aid manager identity formation.
Through observation and experience, people build a catalog of information that can be used to
adapt to their new role (Ibarra, 1999; Warhurst, 2011). Having strong role models allows those
learning new skills to see others in action and aids understanding of what makes someone
effective (Crouse et al., 2011; Ibarra, 1999; Warhurst, 2011). This understanding helps a person
self-reflect by comparing their skills and abilities against the person they observe (Crouse et al.,
2011; Ibarra, 1999; Warhurst, 2011). Self-reflection allows a person learning a role to determine
if they can demonstrate the same behaviors, thus personalizing their skill catalog by selecting the
traits and actions they are comfortable displaying (Ibarra, 1999; Warhurst, 2011). Allowing new
managers time for observation also allows informal learning opportunities to occur through
experiences (Polarek, 2007). Informal or experiential learning has been found to be one of the
primary methods new managers use to learn their role (Polarek, 2007). Experts’ in implementing
managerial coaching in organizations also recommend informal and experiential learning to
develop manager coaching skills (Grant & Hartley, 2013; Milner et al., 2018; Milner et al., 2020;
Risher, 2013).
The findings of this study also revealed that the participants wanted a structured
onboarding plan and on-the-job support during their first few months as a new manager. The first
three months of a management role are considered crucial to the development of a first-time
manager (O’Neil et al., 2017). New managers often face varying degrees of management support
once in the role, as was true in this study (Maurer & London, 2018; Plakhotnik et al., 2011). A
structured onboarding plan, like the 100-Day Action Plan suggested by O’Neil, Amerine, and
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Woodward (2017), helps to ensure first-time managers start on the right path. An onboarding
plan should include establishing goals, frequent feedback and performance reviews, formal and
informal learning opportunities, and other vital components to set a new manager up for success
(O’Neil et al., 2017).
The findings from this study and the literature review show that first-time managers
experience negative emotions and challenges that can impede their performance and success.
Managers who are struggling significantly impact their teams' performance and, ultimately, the
organization. A lack of sufficient organizational support during a new manager’s transition can
lead to many of the anxieties and challenges that they face in their role. Having appropriate
organizational support initiatives can help mitigate the obstacles that impede a new manager’s
performance. However, to provide this vital support, organizations need first to understand the
experiences of their first-time managers and what they feel is missing that would have made their
transition more effective. For example, providing the new managers of this study with the
influences they identified as missing, like structured onboarding plans, job shadow, and
additional training, may have reduced the challenges and anxiety they experienced and enabled
their performance.

Research Question 1-3
How do new manager coaches perceive coaching and their ability to coach?

122

Summary of Findings
While the participants' personal experiences with receiving coaching appeared
inconsistent, they all positively believed in the impact of coaching on employees. Of all their
new tasks, helping their employees learn and grow was the most rewarding for them. The
participants enjoyed seeing their employees triumph in achieving a challenging goal or the ah-ha
moments that came as they found their own solutions. When asked about their belief in their
ability to coach others, all participants were also confident in their capability. Some felt they
were stronger in either formal or informal coaching. However, none of the participants indicated
they could not handle both types of coaching.

Connections to Research
Research in this area has revealed that first-time managers experience a sense of worth
and personal value by being managers (Bolander et al., 2019; Warhurst, 2011). From their
managerial work, new managers also feel pride and receive a boost in self-esteem (Bolander et
al., 2019). Research has found that managers who regularly coach their employees are motivated
by the outcomes and excited to see how coaching aided employee transformation (McCarthy &
Milner, 2020). When managers practice coaching, the role of coach becomes paramount to their
overall persona as a manager (Dixey, 2015). Managers that demonstrate coaching behaviors
appear to inherently understand coaching’s benefits regardless of skill or stage in adopting
behaviors, as was the case in this study (Grant, 2010). A belief in the benefits of coaching alone
does not ensure a manager will coach their employees (McCarthy & Milner, 2020). The
perceived cost of coaching takes time to fade as managers leverage their employee development
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skills (Ellinger & Bostrom, 1999; Grant, 2010). A study conducted by Grant (2010) cited that
managers with less than six months’ experience demonstrating coaching behaviors felt the
benefits of coaching were outweighed by the costs of changing to this management style. These
feelings changed once a manager had coached others for at least six months; they then felt the
benefits of coaching outweighed the cost of the behavior change (Grant, 2010). Similarly,
McCarthy and Milner (2020) found that manager coaches were motivated to continue coaching
after seeing their efforts’ positive outcomes. This study’s participants had all been in their roles
for six months or longer, providing them ample time to leverage coaching in their employee
interactions and see the positive results of their effort. Their tenure in the role and practice
applying their coaching skills may explain why this study’s participants had such a positive
coaching belief. Additionally, an international study across fifty-one countries observed that
female managers were more inclined to display coaching behaviors when compared to their male
counterparts (Ye et al., 2016). Since this study’s participants were all female, this may also be a
factor in why the participants were inclined to demonstrate coaching behaviors.
This study’s participants not only believed in the benefits of coaching but also in their
skill and ability to coach their employees. This finding aligns with research that has found that
managers in the later stages of adopting coaching behaviors demonstrated higher self-efficacy
and coaching skill levels than those in earlier stages (Grant, 2010). Other research in this area has
also discovered a possible link between managers’ self-efficacy in their coaching skills and the
frequency of demonstrating coaching behaviors (Anderson, 2013). This research may explain
why the participants of this study appeared confident in their ability to coach their employees
and enjoyed doing so. Since the participants had all been in their roles for at least six months,
they had time to coach their employees, see the benefits, and integrate a coaching style into their
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manager persona. Research also has found that for coaching to be fully adopted into a person’s
management style, both a manager’s beliefs and behaviors must change to that of a learning
facilitator (Ellinger & Bostrom, 2002; Ladyshewsky, 2010). Organizations that wish to leverage
their managers’ power as coaches must be willing to invest the energy into changing beliefs and
developing managers’ coaching skills and mindsets (Ladyshewsky, 2010). Blue Sun Corporation
has focused on developing its managers’ skills as coaches and their belief in their ability to coach
over the last several years. These efforts may explain why this study’s participants had such a
strong belief in their abilities and the benefits of coaching. This study also found that while the
participants all felt they could do both informal and formal coaching, some felt more comfortable
in one or the other. This finding further highlights the need for personalized skills assessments
and customized learning and development action plans for new managers (Miller, 2006; Roberts
& Rocco, 2008).
Organizations that wish to embed coaching into the culture must make deliberate efforts
to do so. The literature review showed that one of these efforts is focusing on the managers'
beliefs. If managers do not believe that coaching has benefits or that those benefits are worth the
effort it takes to shift their management style, they will not be inclined to coach their employees.
Furthermore, if managers do not believe in their ability to coach their employees, they will also
be unlikely to demonstrate these behaviors. Therefore, having managers that believe in the
benefits of coaching and their ability to coach is essential for organizations working towards
implementing the Manager-as-Coach (MaC) approach. Having the participants of this study
believe in the power of employee coaching and their ability to coach helps ensure this study’s
participants will continue to demonstrate these behaviors.
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Additional Discussion of Findings
The purpose of this study was to uncover why the Manager-as-Coach (MaC) approach
was being used inconsistently throughout Blue Sun Corporation, despite organizational efforts in
this area. The findings from this study and the research reviewed in this chapter provided insight
into possible reasons for this inconsistency. Even with formal management training in place, this
study’s participants were not prepared to handle all the challenges of their new role and were left
to figure it out as they went. Additionally, the participants' felt anxiety about performing their job
duties and managing their teams. These challenges and negative emotions may have decreased
their effectiveness as a new manager. Despite these challenges and negative emotions, the
participants found pride and excitement in developing their people. The participants of this study
felt successful in coaching their employees and believed in the power and impact coaching can
have on others. This study’s participants also had confidence in their ability to coach others.
After analyzing the data and reviewing existing research, it appears that it is not the
participants’ belief in coaching or their belief in their skills that may prevent them from coaching
and developing their employees at Blue Sun Corporation. Instead, the inconsistent demonstration
of coaching behaviors seen in the organization for other reasons, at least where new manager
coaches are concerned. One reason that may prevent new managers from coaching is the many
challenges they experience when first entering the role. New managers may find it challenging to
balance their new performance expectations and their own learning while still having time to
coach and develop their employees (Longenecker, 2010; McCarthy & Milner, 2020; Plakhotnik
et al., 2011). Longenecker (2010) found that while 83% of the managers surveyed felt that
coaching was critically important to success, 66% also stated they struggled to make time to
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coach. Similarly, McCarthy and Milner (2020) observed that managers cited that they did not
always have the opportunity to coach due to time constraints. Another reason that new managers
may not coach may be due to the anxieties that they feel in their new role. In this study, one
reason for the participants’ anxiety was that they feared they would not know how to handle
difficult development situations or that their employees would not respect them. This finding
aligns with research that found managers may hesitate to engage in coaching conversations for
fear that their employees may react negatively (Ellinger et al., 2008). Finally, it could be that the
new managers are coaching their employees; however, the managers may feel they are better
coaches than their employees perceived them to be (Ellinger et al., 2003; Longenecker, 2010).
Longenecker (2010) found that only 43% of managers surveyed believed that other managers
were effective coaches, and 80% felt they could improve their coaching skills.
From the existing research, it appears that employees may not get sufficient or adequate
feedback, coaching, and development from their managers, even if the manager believes in the
power of coaching (Ellinger et al., 2003; Longenecker, 2010; McCarthy & Milner, 2020).
Research has found numerous benefits when managers coach, for example, improved employee
learning and performance (Ibarra & Scoular, 2019; Matsuo, 2018; Riser, 2013). However, the
value of managerial coaching only occurs when employees receive consistent and effective
coaching (Longenecker, 2010; McCarthy & Milner, 2013). While this study’s participants
believed in the power of coaching and their ability to coach, it does not confirm that these new
managers are strong coaches or that they provide the amount and type of coaching their
employees need. Existing research suggests that the employees are not getting the amount and
quality of coaching they need to grow and develop (Ellinger et al., 2003; Longenecker, 2010;
McCarthy & Milner, 2020).
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The employee responses to Blue Sun Corporation’s exit interviews and engagement
surveys indicated that coaching was being used inconsistently in the organization. After
reviewing existing research, there are many reasons why the employees may feel this way. Blue
Sun Corporation’s employees are not alone in these feelings, as it appears that many employees,
regardless of their organization, feel they do not receive adequate coaching and development.
The findings from this study can help Blue Sun Corporation and other organizations provide
improved organizational support and training to better equip new managers for their roles.
Providing this enhanced support for new managers may reduce or eliminate many challenges and
anxieties that could prevent them from consistently and effectively coaching their employees.
Additional research is warranted at Blue Sun Corporation to continue to narrow down the cause
of the inconsistent application of coaching across the organization.

Limitations
Every study has limitations that need to be taken into consideration when reviewing the
results and findings. This study’s limitations fall into three main categories: the researcher’s
positionality and beliefs, sample group size and makeup, and the impact of the 2020 Coronavirus
Pandemic. This section provides a discussion of these limitations and the potential impact on this
study.

Researcher’s Bias, Positionality, and Beliefs
The researcher’s position as part of the organization’s Human Resources (HR)
department could have influenced the participants’ responses. To reduce this impact, the

128

researcher made several conscious choices using Moustakas's (2011) and Creswell and Poth's
(2018) recommendations. These choices included attempting to create a non-threatening
environment by providing the participants a summary of what would be required and ensuring
they understood they could decline to participate at any point without any repercussions.
Additionally, the participants were notified that their anonymity would be protected before they
participated.
Additionally, the researcher’s positionality and bias towards the topic may have
influenced this study’s results. Several steps were taken to ensure the researcher’s positionality
and personal beliefs did not interfere with this study’s results. Before conducting the research,
the researcher acknowledged her experiences, beliefs, prejudgments, and biases by writing an
epoché (Creswell & Poth, 2018; Moustakas, 2011). Encapsulating this information before
starting the research study was intended to increase this study’s transparency and
trustworthiness. Writing down the researcher’s experiences, beliefs, prejudgments, and biases
helped the researcher set aside anything that might influence the study (Creswell & Poth, 2018).
Creswell and Poth (2018) suggested that counter to traditional phenomenological researcher
views, the act of writing this information is not to altogether abstain from researcher judgment in
the interpretation of the data. Instead, Creswell and Poth (2018) believed that completely
removing the researcher from a phenomenological study is not entirely possible. Creswell and
Poth (2018) stated that the researcher is the interpreter of the story the data tells and inherently
influences the narrative despite efforts to the contrary. After capturing the researcher’s
experiences, beliefs, prejudgments, and biases are captured, the researcher can then decide how
and why to introduce this information, as was done in this study (Creswell & Poth, 2018). For
this study, the researcher acted as the interpreter of the story, as Creswell and Poth (2018)

129

suggested. The researcher’s interpretation of the data collected may also have influenced the
results. The researcher had personal experience with the organization and facilitated the
management classes that the participants attended. These experiences may have influenced the
researcher’s interpretation of the data. The researcher also did not have a second researcher
conduct a review of the data. There is always the possibility that, despite the researcher’s efforts
to ensure the data interpretation reflected the participants’ experiences, a second researcher
without the same contextual background information may have interpreted the data differently.
Finally, this study’s participants may have felt pressured to produce an answer to the
interview questions asked. This pressure could have stemmed from the researcher’s positionality
or because the participants simply felt they needed to provide an answer to every question. To
counter this pressure, the researcher used a friendly, informal tone while conducting the
interviews and encouraged them to share their feelings and thoughts freely. The researcher also
did not force participants to answer any questions. Therefore, the findings in Chapter Four
assume that the participants’ descriptions of their experiences were accurate. The findings were
also based on the assumption that if a participant did not have an answer for a question, they
would have notified the researcher.

Sample Group Size and Makeup
A second potential limitation to this study was the size and makeup of the sample group.
Understanding a specific group’s experiences by leveraging a phenomenological approach can
be valuable to those in practice. However, due to phenomenology’s inherent nature, it also means
that the results may not be generalizable (Creswell & Poth, 2018). Since this study’s participants
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were all from Blue Sun Corporation, the findings may not translate to other industries or
organizations. Also, due to the time it takes to complete phenomenological research, sample
sizes tend to be smaller (Creswell & Poth, 2018). The sample group’s size for this study was six
participants. If the study was conducted using a larger sample group, more variation in the
experiences and themes might have emerged. There also may have been some level of bias in
this study’s results because of the group’s make-up. All participants were female and from
Generation X or Y. The researcher did not specifically select only female participants from
Generation X or Y; instead, these were the new managers willing to participate in this study. As
a result, the sample group’s perspectives and experiences may have differed from their male
counterparts or those from different generations. Furthermore, this study’s participants
volunteered and were not randomly selected. There could also have been some variance in the
experiences of those willing to participate in this type of study and those that were not.

The 2020 Coronavirus Pandemic’s Impact
A final limitation to consider for this study was that it was conducted during the 2020
Coronavirus Pandemic. All this study’s participants became new managers (by this study’s
definition) either a few months before or during the 2020 Coronavirus Pandemic. Two
participants were promoted to first-time managers just before the initial pandemic lockdown in
March 2020. The other four participants’ tenure ranged from eleven to eight months, which
means that the pandemic impacted these participants at various points of their new manager
experience. The pandemic sparked several changes in society and at Blue Sun Corporation that
may have impacted some or all the study participants’ experiences as a new manager. Managers
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promoted in the future may not have all the same experiences without the pandemic events. For
example, Blue Sun Corporation followed lockdown protocols in March 2020 that continued until
June 2020. For this study’s participants, this meant their locations no longer accepted customers
inside the lobby. Instead, all customer interactions were completed in the drive-thru. This swift
and sharp change in workplace policies may have impacted the stress levels and team dynamics
in ways that this study’s participants would not have experienced otherwise. This change also
meant that new managers promoted during this time might not have had the same focus on their
learning and development instead of focusing on helping their employees manage the stress and
changes. When asked about their experiences as a new manager, a couple of this study’s
participants mentioned the stress associated with these adjustments. In addition to the changes at
the organization, the 2020 Coronavirus Pandemic also impacted many people’s personal lives
and stress levels. For example, schools and childcare closures caused many parents to take on the
role of teacher and the added stress of having to find alternatives for childcare while they
continued to work full time. Other people had to care for and protect elderly or sick family
members that the virus would have severely impacted. These additional personal life changes
and stresses could have potentially impacted the participants’ work-life experiences as well.
Another change to their experience may have occurred because the organization
suspended all face-to-face training from March to June 2020, opting to cancel these classes
instead of conducting them virtually. The cancelations meant that some participants were
delayed in completing assigned in-person classes for their new role, including management and
coaching training. For example, two of this study’s participants mentioned the delay in taking the
manager class and felt it negatively impacted them.
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A final change to the new manager experience was that Blue Sun Corporation did not
allow employees to visit other locations and required social distancing. While there was no
existing formal shadow requirement or process for new managers, this sometimes occurred
informally either at another location or at the new manager’s home location. The social
distancing requirement and not allowing visits to other locations may have prevented informal
job shadowing from occurring. Furthermore, social distancing requirements may have also made
on-the-job learning and development harder to conduct and an overall less than ideal experience.

Future Research
Much work remains to fully understand why there is an inconsistent adoption of coaching
behaviors at Blue Sun Corporation and how to embed coaching into organizational culture.
Based on the results of this study and the review of current literature, the following suggestions
are made for future research:
1. For future research, it would be helpful to extend the current finding of this study and
compare new managers’ experiences based on gender, ethnicity, and generational
differences. There is some evidence in research that female managers were more inclined
to display coaching behaviors when compared to their male counterparts (Ye et al.,
2016). Gallup (2015) also found that female managers are more likely to be engaged in
the workplace than their male counterparts. The same study found employee engagement
critical to organizational and team success (Gallup, 2015). Since this study’s participants
were all female, this may have impacted how they viewed their role, experiences, and
belief in coaching.
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2. Future research should review how having formal and informal programs set up for job
shadow before and after a manager’s promotion affects the new manager coach
experience. Existing research shows that having strong role models allows those learning
new skills to see others in action and aids understanding of what makes someone
effective (Crouse et al., 2011; Ibarra, 1999; Warhurst, 2011). This understanding helps a
person self-reflect by comparing their skills and abilities against the person they observe
(Crouse et al., 2011; Ibarra, 1999; Warhurst, 2011). This type of self-reflection allows a
person learning a role to determine if they can demonstrate the same behaviors, thus
personalizing their skill catalog by selecting the traits and actions they are comfortable
displaying (Ibarra, 1999; Warhurst, 2011). Having the opportunity to job shadow and
process and learn from what is observed may impact the experience of new manager
coaches.
3. Future research should explore new manager coaches’ experiences across multiple
industries and organizations. This study solely focused on one organization in the
financial services industry. Future research should evaluate if similar results are found in
other organizations and industries to determine if the findings are universal or if the new
manager coach experience varies based on the organizational context.
4. Future research should be conducted longitudinally following a new manager coach as
their experiences shift during their tenure. This study focused on only one point in time
for the six participants. The results may have changed if their experiences had been
viewed at multiple points during their tenure. For example, a longitudinal study by
Bolander, Holmberg, and Fellbom (2019) found that first-time managers go through four
stages of processing or coping with their role identity and that these stages changed over
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time. Taking a similar approach, future research should focus on the other findings from
this study and determine how the anxieties, challenges, success, influences, and beliefs of
new manager coaches change over time.
5. Additional research should focus on determining the impact of providing general
manager and coaching training before a new manager entering their role. Additionally,
the impact of providing formal on-the-job training to new managers should be explored.
Many researchers, including, Plakhotnik (2017), Plakhotnik, Rocco, and Roberts (2011),
and Roberts and Rocco (2008), have emphasized preparing high-potential managerial
candidates before promotion. Considering these recommendations, future research should
focus on how the proactive preparation and development someone receives as an
individual contributor impacts their experiences as a new manager coach.
6. Additional research could focus on how having a naturally high level of managerial skills
affects the experience of a first-time manager. For example, a study by Gallup (2015)
found that managers with a naturally high level of talent are more likely to be engaged,
be brand ambassadors for the organization, and focus on their employees’ strengths than
their unskilled counterparts. Therefore, there may be differences in the experiences of
first-time managers with a high level of natural management ability compared to their
unskilled or low-skilled counterparts.
7. Future research is warranted on how managers’ belief in the power of coaching and their
own skills impacts the effectiveness of the coaching received by their employees.
Research has found that to embed coaching into the organizational culture, there must be
a focus on understanding and influencing a new coach’s personal beliefs. Ladyshewsky
(2010) stated that exploring managers’ viewpoints on their role in their staff’s
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development is essential to implementing manager coaching in an organization. Research
has discovered that managers inherently understand coaching’s benefits regardless of
skill or stage in adopting behaviors (Grant, 2010). However, managers in the initial stages
of adopting coaching behaviors also demonstrate lower self-efficacy and coaching skill
levels than those in later stages (Grant, 2010). Most of the studies conducted in this area
have focused solely on understanding the manager’s own beliefs in the benefits of
coaching and their ability to coach. Little research was found that compared what was
learned from the manager with how the employees also perceive the coaching they
receive and the benefits it brings to them.
8. Additional research should also compare a manager’s perception of their coaching ability
with their employees’ perception of the coaching they receive. From the existing
research, it appears that employees may not get sufficient feedback, coaching, and
development from their managers, even if the manager believes in the power of coaching
(Ellinger et al., 2003; Longenecker, 2010; McCarthy & Milner, 2020). There are many
reasons why a manager who believes in the benefits of coaching may not demonstrate
coaching behaviors effectively or frequently with their employees (Longenecker, 2010;
McCarthy & Milner, 2020). Comparing employee perception of the coaching received is
the best test to determine if managers demonstrate coaching behaviors to meet their
needs.

136

Significance of the Study
Managerial talent is rare; few people naturally have even some of the capabilities
required to be a successful manager, and even less innately have all the abilities needed (Gallup,
2015). The competencies required for managers to act as coaches to their employees are also not
innate or natural for all managers, so managers must learn and develop many of these skills
(Grant, 2017; Graham et al., 1994; Milner et al., 2018). Manager coaches have a significant
impact on the engagement and performance of their employees (Gallup 2015; Ibarra & Scoular,
2019; Matsuo, 2018; Mollick, 2011; Riser, 2013). However, if a manager struggles with the
basic skills required for their role, their team and organization also suffer (Mollick, 2011; Gallup,
2015). When managers struggle in their roles, it can cause an increase in employee turnover, a
loss of productivity, and a decrease in team and organizational performance (Mollick, 2011;
Gallup, 2015; Lighthouse, n.d.). Front-line managers, those with primarily individual
contributors reporting into them, are the largest population of managers an organization has
(Gentry & Walsh, 2015). Many of these front-line managers are managing for the first time in
their careers (Gentry & Walsh, 2015). Because of the impact managers have on success,
organizations must find ways to help new manager coaches quickly develop the skills and
abilities they need to manage and develop their employees successfully.
This study’s findings and results offer vital insights into a new manager coach’s
experience. Several existing studies provided insight into how to support or develop first-time
managers and manager coaches; however, only a few studies located during the researcher’s
review of the literature provided direct insight into their experiences in an everyday setting.
Additionally, the researcher could not locate any existing literature exploring first-time
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managers' experiences that focused on the coaching aspects of their role. This study combines
two concepts, becoming a new manager and becoming a manager coach, that separately are
explored in existing research. However, most research found discussed these concepts separately.
The findings from this study, coupled with existing research, offer a deeper understanding of
what new manager coaches experience, including their successes, challenges, influences, and
anxieties. Becoming a manager requires extensive changes. The findings from this study and
existing literature offer a practical guide to providing organizational support and training for new
manager coaches that can be used by those who support them and work to embed coaching into
the culture. For Human Resource Management, the results of this study offer insight into how to
identify candidates that have management potential and onboard them effectively. Business
leaders gain vital awareness of a group's struggles critical to organizational success and ways to
support them better. For learning and development professionals, this study provides practical
tips for developing management and coaching skill training that leverages a personalized
approach with a variety of learning modalities to meet the new manager coach where they are at
developmentally. This study also gives those managing new manager coaches vital insight into
the needs of their new direct reports. Additionally, new manager coaches can take away from
this study the solace that they are not alone in their feelings of anxiety and the challenges of their
new role. While any organization can learn from the results of this study, the findings and
implications for practice will specifically be used at Blue Sun Corporation to improve new
manager training, onboarding, and support. The Implications for Practice section below provides
details on how the findings from this study and other research can be used at Blue Sun
Corporation and other organizations to better guide a new manager’s transition from individual
contributor and coachee to manager and coach.
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Implications for Practice
Despite the limitations of this study, the results, supported by other published research,
suggest several practical implications for those in practice. The researcher proposes six
implications for practice to guide organizations in providing better support, learning, and
development for new manager coaches. These recommendations are intended to minimize the
challenges and anxieties new manager coaches face, ensure their strengths are considered in their
onboarding, provide the right influences to support their transition, and focus on their beliefs in
managerial coaching. Providing additional organizational support to new managers should
enable them to perform better in their role and focus on coaching and developing their
employees from day one. These implications include hiring right-fit candidates, setting proper
role expectations, providing basic and personalized management skill training, developing a
structured onboarding plan, setting realistic performance expectations, and focusing on coaching
beliefs. The following sections provide details on how organizations could implement these
suggestions.

Promote Right-Fit Candidates
In addition to providing basic management training, organizations should consider
identifying management candidates that already demonstrate the critical competencies required
for the role instead of just excellence in technical capabilities (Gallup, 2015; Park & Faerman,
2019). According to Gallup, organizations that consistently hire managers with the required
skills may boost their revenue by as much as 27% per employee (Gallup, 2015). Managers who
naturally have a high level of the skills required to succeed in their role are more likely to focus
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on developing an employee’s strengths, which is associated with increased employee
performance and engagement (Gallup, 2015). Additionally, as it has been harder in the last
several years to recruit talent from outside an organization, it is recommended that organizations
look for internal talent first (Deloitte, 2017b; Gallup, 2015; SHRM, 2019). Manager skill
assessments that identify natural ability in key management competencies can be used to assess
individual contributors for potential (Gallup, 2015).
Organizations should then provide these high-potential candidates with management
skills training and development before promotion to ensure they are adequately prepared to be a
new manager (Plakhotnik, 2017; Roberts & Rocco, 2008). Plakhotnik (2017) suggests
establishing a preparation period for potential manager candidates, allowing them to learn the
manager role and explore the career option before accepting the position. Providing proactive
training to those candidates with a high level of natural managerial skill ability helps ensure they
enter the role with the basic required skills and mindset, thus reducing the challenges they face
(Gallup, 2015; Plakhotnik, 2017; Roberts & Rocco, 2008). Organizations should continue
building on this foundation once the employee has been promoted to a manager role (Plakhotnik,
2017; Plakhotnic et al., 2011).

Set Role Expectations – Before Hire
According to existing research, it is normal for first-time managers to experience some
type of anxiety during their transition period, as was found in this study (Bolander et al., 2019;
Hay, 2013; Freedman, 2005; Freedman, 2011). Part of a new manager’s anxiety may stem from
not understanding the role itself or seeing others in the role fail (Miller, 2006; Plakhotnik, 2017;
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Roberts & Rocco, 2008; Sillett, 2015). However, there are ways that organizations can better
prepare new managers for their roles that may reduce or minimize these stressful emotions. First,
organizations should provide new managers with as much information about the role as possible
before their first day (Miller, 2006). Organizations can prepare manager candidates by reviewing
the position in detail, the challenges they face, the team’s background and history, and their
predecessor’s failures and successes (Miller, 2006; Plakhotnik, 2017). Additionally,
organizations should provide manager candidates with supervisory experiences and opportunities
to socialize with others in management positions before their promotion (Miller, 2006;
Plakhotnik, 2017). Experiencing supervisory duties and interacting with those already in
manager roles will help those working towards promotion better understand the expectations of
the role (Miller, 2006; Plakhotnik, 2017). Once a person is promoted, the new manager and their
manager should discuss and agree upon goals, clearly define team roles, and develop a plan that
helps the new manager perform (Freedman, 2011). These goals should be established while
factoring in the time required for the new manager to invest in their learning and development
(Plakhotnik, 2017; Plakhotnik et al., 2011; Roberts & Rocco, 2008; Seibly, 2010).

Provide Basic and Personalized Manager Skill Training
In addition to ensuring new managers have the proper role expectations, organizations
can further reduce the anxiety and challenges of new managers by providing formal training and
adequate on-the-job learning and development (Maurer & London, 2018; Plakhotnik et al.,
2011). This training should be provided to high-potential manager candidates before promotion,
and then additional training should continue to build management skills after promotion
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(Plakhotnik et al., 2011). While managers often receive skill-based training, many new managers
express a desire for introductory and additional training, as was also the case in this study
(Milner et al., 2018; Milner et al., 2020; Plakhotnik et al., 2011). Often management training, in
general, is too advanced for new managers who are missing basic soft skills like listening or
building trust (Yeardley, 2017). Organizations should start by training new managers on more
basic team management concepts; this training should be broken into smaller chunks instead of
combining everything into one class or session (Sillett, 2015; Yeardley, 2017). For example,
instead of focusing on a linear coaching approach, training should focus on the new manager’s
coaching mindset and critical coaching skills like listening, asking questions, setting goals, and
giving feedback (Ladyshewsky, 2010; McCarthy & Milner, 2013). Soft skills, like those required
to effectively coach, take time to cultivate (Milner et al., 2018; Yeardley, 2017). Organizations
should incorporate research-based adult learning practices like spaced learning, making the
material personal, and chunking up content to aid in the retention of learning and development
coaching skills (Grant, 2007; Grant, 2017; Grant & Hartley, 2013). Coaching training should
also be extremely practical, providing clear guidance on leveraging the skills in the real world
(Grant & Hartley, 2013). The development of coaching skills through formal training provides
managers the needed foundation for becoming a coach; however, formal training alone is not the
answer (Grant & Hartley, 2013; Milner et al., 2018; Milner et al., 2020; Risher, 2013). A variety
of learning approaches should also be used, including workshops, on-the-job observation, and
learning while performing the job (Milner et al., 2018).
The participants of this study each faced their own set of challenges when entering the
role. Because each person’s background and skill set are different, personalized skills
assessments and the creation of customized learning and development action plans should also
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be considered (Miller, 2006; Roberts & Rocco, 2008). A more experienced manager should
perform the skills assessment to determine what skills the new manager needs to develop and
which they already have. The skills assessment results can then be used to craft a personalized
development plan, ensuring the new manager receives customized training and on-the-job
learning activities to target their specific development needs (Miller, 2006; Roberts & Rocco,
2008). The experienced manager should then partner with the new manager throughout their
completion of the plan to provide feedback and guidance to aid the new manager’s identity
formation and skill development (Warhurst, 2011). It may also be prudent for organizations to
implement a formal mentoring program for new managers; this may be even more vital when not
all tenured managers have mastered the desired skillset (Gentry & Walsh, 2015).

Develop a Structured Onboarding Plan
Organizations need to recognize that formal training alone is not the answer to
developing the complex skills required for individuals to become managers and coaches. The
development of these skills requires experiential and on-the-job learning as well (Polarek, 2007;
Roberts & Rocco, 2008). Like the 100-Day Action Plan suggested by O’Neil, Amerine, and
Woodward (2017), a structured new manager onboarding plan ensures consistency across an
organization in how new managers transition into their roles and helps alleviate some of the
challenges new managers face. The plan should be developed jointly by the new manager and
their direct manager or a designated mentor (Gentry & Walsh, 2015; O’Neil et al., 2017). The
onboarding plan should include a variety of activities, including formal, informal, and on-the-job
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learning (O’Neil et al., 2017). The onboarding plan should also include establishing and
monitoring performance metrics (O’Neil et al., 2017).
An onboarding plan should also include set times for feedback and performance reviews
provided by an experienced manager or mentor to aid the new manager in evaluating the results
of their actions and help them consider alternative choices for the future (Ibarra, 1999;
Nancherla, 2009; Plakhotnik et al., 2011). It is also essential to establish shorter formal review
periods, like 90-day reviews, for new managers instead of waiting for a formal annual review
(Sillett, 2015). Shorter feedback periods allow for more frequent performance assessments and
discussions to take place. This information can be used to adjust the new manager’s plan for the
next period (Sillett, 2015). Organizations should also consider using a formal feedback
mechanism like a 360-Degree review process to ensure new managers get regular feedback from
their managers, subordinates, and others they interact with regularly (Nancherla, 2009; O’Neil et
al., 2017). For organizations that also want their managers to act as coaches, 360-Degree reviews
also provide new managers insight into how their employees feel about the coaching and
development they receive; this understanding allows new managers to adjust their approach and
interactions (Longenecker, 2010; McCarthy & Milner, 2013; Nancherla, 2009). Onboarding
plans include helping new managers understand the team’s culture and developing new and
different relationships with those around them, specifically with their former peers (O’Neil et al.,
2017; Plakhotnic et al., 2011). 360-Degree feedback would also support the development of
these relationships.
Organizations might also consider encouraging first-time managers to build development
networks as part of their onboarding plan (Gentry & Walsh, 2015). Development networks are
created when a new manager finds peers and informal mentors that they can rely on for

144

additional advice, support, and perspectives (Gentry & Walsh, 2015). These peers and informal
mentors may be inside or outside the organization (Gentry & Walsh, 2015). These networks
provide the first-time manager a support group that they can rely on in their time of need and
offers various styles and ideas from which to learn.

Set Realistic Performance Expectations
While newly-promoted managers actively work to develop the new skills required for
their role, they are often held to seasoned managers’ same performance expectations (Plakhotnic,
2017; Seibly, 2010). Research has found that it can take six to eighteen months for a new
manager to learn everything they need for their new job and feel confident in the role (Freedman,
2005; Miller, 2006; Watkins, 2003). The high-performance expectations often leave new
managers struggling to keep up and not enough time to invest in their learning and development
(Plakhotnik, 2017; Plakhotnik et al., 2011; Roberts & Rocco, 2008; Seibly, 2010). Expecting a
new manager to perform at such a high level without providing them time to transition into their
role and learn the new skills they need is not realistic (Plakhotnik et al., 2011). Organizations
would also do well to recognize the amount of learning needed for new manager coaches and
avoid holding them to the same standards as veteran managers (Plakhotnik et al., 2011). Having
realistic performance expectations may also help first-time managers feel more successful in
their new roles faster, develop their confidence, and reduce the negative emotions and anxiety
during their transition (Maurer & London, 2018; Plakhotnik et al., 2011).
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Focus on Coaching Beliefs
A key finding from this study that can aid those in practice was the participants’ positive
beliefs in their coaching ability and the power of coaching employees. Over the last several
years, Blue Sun Corporation has focused on implementing a coaching culture by developing
managers’ skills and beliefs in this area. Those in practice need to recognize that organizational
culture does not change overnight and understanding and targeting managers’ existing beliefs
regarding coaching are vital to the process (Ladyshewsky, 2010). The act of coaching has a
snowball effect. As managers leverage the technique and see positive results, they become more
motivated to continue their efforts, and their belief in their coaching ability and the benefits of
coaching increases (Grant, 2010; McCarthy & Milner, 2020). Reinforcement and consistency in
developing manager coaching skills and mindsets over a prolonged period will help ensure that
coaching is adopted and used regularly (Milner et al., 2020). For coaching to be fully adopted
into a manager’s management style, they must both demonstrate coaching behaviors and believe
in the power of coaching (Ellinger & Bostrom, 2002). Organizations must be ready to invest the
needed time and energy into changing beliefs, building a coaching culture, and training managers
(Ladyshewsky, 2010). This study may act as an example for those in practice, demonstrating
how these organizational efforts can develop individual managers’ coaching mindsets,
specifically those of first-time manager coaches.

Conclusion
This study examined new managers’ experiences as they transitioned from an individual
contributor and coachee to a manager and coach at Blue Sun Corporation. The purpose of this
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study was to determine why the Manager-as-Coach (MaC) approach was used inconsistently
throughout the organization, despite efforts in this area. This study’s findings and existing
research reflect that new manager coaches experience multiple challenges and reasons for
anxiety upon entering their new role. New managers worry about how their new employees will
react, doing the wrong thing, and failing in their new role. New managers face high-performance
expectations and insufficient training and support, leaving them with little time to learn all the
new skills and competencies required. Many new managers are not prepared to handle all these
challenges and are left figuring it out as they go. Despite all these challenges and negative
emotions, this study’s participants found pride and excitement in developing their people. The
participants felt successful in coaching their employees and believed in the power and impact
coaching can have. Through their success and belief, the participants developed confidence in
their ability to coach others. It appears that if new managers at Blue Sun Corporation do not
coach their people, it may be a result of the challenges and anxiety they face, not because they do
not want to coach or do not find value in the efforts. The goal for organizations then is to find
ways to remove some of these obstacles from the path of a new manager so they can focus on the
coaching and development of their employees. The results of this study offered several
recommendations for organizations to achieve this goal. These recommendations are intended to
minimize the challenges and anxieties new manager coaches face, ensure their strengths are
considered in their onboarding, provide the right influences to support their transition, and focus
on their beliefs in managerial coaching. Providing additional organizational support to new
managers should enable them to perform better in their role and focus on coaching and
developing their employees from day one. These implications included setting proper role
expectations, providing basic and personalized management skill training, hiring right-fit

147

candidates, developing a structured onboarding plan, setting realistic performance expectations,
and focusing on coaching beliefs. Implementing these recommendations may be critical for
coaching to be fully adopted and leveraged in an organization. Additionally, implementing the
recommendations provided will offer improved support and development for new managers,
potentially reducing or eliminating many of the challenges they experience.
As an instructional designer, this study has also impacted the researcher’s work and
views on learning and development in the workplace. Learning and development professionals
are often tasked with ensuring employees have the training and learning products they need to
develop their skills and competencies. This study has shown the researcher that a large part of
helping employees learn, grow, and perform in their roles is ensuring that their managers are
sufficiently prepared. The significant impact that manager coaches have on their team’s learning,
performance, and engagement makes it critical that all manager coaches enter their role with at
least a basic level of skills needed to handle the role. In addition, after entering their new role,
managers must continue to be invested in to ensure they can quickly and effectively perform at a
high level. This investment comes from the training and learning resources provided and other
organizational support initiatives like those offered in this study. The researcher feels that the
results of this study have shown her that to have the most significant impact on all employees,
organizations and learning professionals must invest more time and effort in the development of
their managers.
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Study purpose: To examine the experiences of newly promoted manager coaches.
Data
Icebreaker

Mindset
framing
Reasons for
becoming a
coach
General
experiences
Experience
influences

Question
I’d like to start by getting to know you better a bit.
Tell me a little about your career?

Prompts & Elicitations
Current role
Years at company
Promotion date
Now, I’d like you to take a moment and reflect on
Sets the stage and brings
those first few months as a new manager and coach. past experiences to mind
What drew you to the manager role?

Tell me about your experience(s) becoming a
manager and coach for the first time?
What do you think has influenced your transition
from crewmember and coachee to manager and
coach?

Prior
You probably had some expectations regarding
expectations what being a manager and coach would be like,
what were those?
Perception
of coaching

What does being a coach mean to you?

Challenges
and
successes of
coaching

If your best friend told me what your biggest
difficulties were with transitioning into a new
manager and coach role were, what would those
be?

Perception
of coaching
skills

How confident are you in handling in-themoment coaching conversations that occur
throughout the workday?

Perception
of coaching
skills

Positive experiences
Negative experiences
Differences between roles
What helped you the most?
What didn’t help?
What do you think could
have helped?
What is different than
expected?

What does being coached
mean to you?
What did you like about
being coached?
Dislike?
What do you like about
coaching?
Dislike?
Why do you think these
difficulties came about?
What have been your
biggest successes?

Why?
How about more formal
conversations?
Why?
If one of your crewmembers told me about one of Why?
your longer, more formal coaching sessions with
them, what would they say?
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Interview Introduction and Informed Consent
This document will be read to each interviewee before the interview. A copy will be provided to
the interviewee.
Hello, my name is Theresa Greer. I very much appreciate your making time in your
schedule to participate today. Since we have been in contact already to set up this meeting, you
already have my contact information should you have questions or additional comments to
provide after the interview today.
The purpose of this study is to better understand your experiences as a new manager
coach in order to improve our existing training and organizational support for new managers. If
you agree to participate in the interview, I will ask you about 9 main interview questions and, if
needed, a few additional clarifying questions. Whether you participate is up to you. You may
decline to answer any question, and you may stop at any time. Your decision to participate or not
to participate will in no way impact your employment or standing at this company. The
information obtained during the interview will not be shared with anyone at the company.
The interview should take about 1 hour. The information you are sharing with me is
essential for this research, so I would like to audio-record what we discuss today. I will also take
a few notes during the interview to remind me of things you say. I will transcribe the recording
after the interview. The recording will be saved on my personal device until the study is
complete. Organization owned devices will not be used to store any data; this is for added
confidentially.
Once we start the interview, I will ask you for the pseudonym that you prefer that I use
for you in the transcript and all reports. As I transcribe the interview, I will also remove all
information that might be used to identify you. Nobody else will know your identity, and
information about you will remain confidential. That means that you will never be publicly
identified in any reports of the study. There is a minimal risk that something you shared here
could be uncomfortable if it were shared with the people you know, but I am taking several steps
to ensure that it does not happen. The information collected during the interview will be used in
my write up of this study as part of my dissertation. There are no correct or incorrect responses
in this interview. This study is not to evaluate you as a manager.
Do you have any questions about the study?
Do you consent to participate in the study?
[Ensure that each participant affirmatively consents to participate]
[Ensure that each participant receives a copy the HRP-254-FORM Explanation of
Research]
[If consent is received, turn on audio-recording equipment]
[Continue with interview protocol]
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Both before and after entering my new role, I felt apprehension; I might even say I was
scared or intimated. There were many reasons for this. I worried that I might lack the appropriate
knowledge and skills to perform well in my new role. I was concerned that I might not be able to
handle the responsibilities or meet the job’s expectations. I was nervous about failing. I felt
trepidation about my ability to handle difficult employee situations or provide challenging
feedback. I may have had some anxiety about how I might be equipped to support my new
team’s various employee personalities. I was hyper-aware of how I do or say things and may
even have worried about saying or doing the wrong thing. I did not always know what the right
thing to say or do was depending on whom I was working with. There are many different
personalities on my team and adapting to them was more challenging than I anticipated. I wanted
my team to like and respect me, and I worried about damaging our relationship through my
words or actions. I appreciated that I had people around me that I could lean on for help in these
situations.
The expectations I had of my new role before promotion were not precisely what I
experienced when I entered the position. This may have been because I had never been a people
manager or manager coach before, at least not in the same way that was expected of me in this
role. I may also not have had proper expectations before taking on the role because I did not get
time to shadow someone in the position before promotion or had anyone explain the role in detail
to me. I based my expectations only on what I observed previous managers do. After being in the
position, I realized what I had seen other managers do was just the tip of the ice burg when it
came to the actual job responsibilities. I found coaching and managing people more challenging
and more demanding than I anticipated. I also did not expect the large number of new tasks and
responsibilities that I would need to take on. I felt like I had to be in multiple places at once and
found balancing all these job duties challenging. I always thought I was a great individual
contributor and had strong time management skills. Becoming a new manager made me realize I
needed to focus on the bigger picture, develop and engage my team in daily tasks, and find ways
to work smarter. I also figured out that I could not do everything independently; I needed to find
ways to work with and through my team to get everything done.
As I transitioned to a new manager and coach, I had many positive influences, including
other managers, peers, and attending the provided manager training classes. However, I desired
additional support like job shadowing others in the same role, more structured onboarding and
accountability for my new job duties, additional job-specific training, or even more contact with
others in my position via group meetings. As I entered my new role, I felt this additional support
would have helped me overcome many of the challenges I faced or, at the very least, provided
me a stronger foundation. I would have like to see how other managers handle challenging
employee situations and other role-specific job duties. This would have helped me greatly when I
first entered the role since, I did not know what I did not know (or know to ask).
While I was adapting to the responsibilities of my new role, I also faced other challenges. I may
have struggled to manage my new team, give them direction, or even get them to see me as their
manager. I also struggled to transition from an individual contributor mindset of doing
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everything myself to a manager mindset of working with and through my team. I needed to
develop the new skills and knowledge for my role and coach and develop my team. While these
challenges were formidable, and I still need to work on these areas, I feel like I am getting better
and better at handling them each day. I learned from my mistakes, and I leaned on others for help
when I need it. There have also been early successes in my new role. However, I find them much
harder to identify than my challenges.
My personal past experiences with being coached may have been mixed. I have had some
managers who invested in helping me develop, which really helped me get where I am now.
However, I may also have had some managers who either never provided coaching or did so
ineffectively. I do not let my mixed past with coaching get in the way of believing in the power
of coaching and developing my team. I believe in my ability to coach and develop my employees
and help them grow in their roles. I also think receiving formal training in this area has helped
me build my coaching skills. I feel that coaching and developing my employees is part of my
responsibility as a manager. While this task is not always easy, I hope my employees see that I
am trying to do this for them.
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